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FOREWORD 


When I assumed the billet of Shop Superintendent in September 1952 

I thought that I had e fair understanding of shipyard organization and basic 
responsibilities and, in general, of the responsibilities of a Shop Superin- 
tendent. I was of this opinion because at that time I had some six end a half 





years of progressive responsibility in shipyard duty end hed held jobs as 





Ship Superintendent, New Construction Superintendent, Senior Assistant Repair 





superintendent, Design Superintendent, Planning and Estimating Superintendent, 
end Repair Superintendent, all in thet sequence prior to becoming Shop Superin- 
tendent. However, I soon found that I did not really know the functions of the 






Shop Superintendent's office as well as I thought. Each day I encountered 


new problems which I had never realized existed and, even after two years in 





the billet, I still met with new situations which required all of my past 
training and also new study to reach a solution. 

When I realized that all too soon I would be detached and some other 
individual would have to go through the same process of breaking in on the job, 
I reviewed the past two years end my progressive education in the duties of 
Shop Superintendent. At that time I made a firm commitment to myself to write 





à mamal of guidance for the Shop Superintendent's billet at the Puget Sound 
Naval Shipyard. 

This write-up is therefore offered for whatever assistance it may be 
to future Shop Superintendents in the hope thet they may be more offective 
in the billet sooner then I was. 
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INTRODUCTION 


The first thing that a good Shop Superintendent mist be cognizant of 
is his status (position) in the hierocracy of the Shipyard. A proper under- 
standing of this situation makes for ease of operation which will many times 
eonfound those who try to confuse the issue. I prefer to think of the various 
relationships in terms of a sun and its planets circling in orbits about it 
rather than a conventional organization chart. 

The ultimate purpose of any Shipyard is "Service to the Fleet" and 
this must never be forgotten. The agency wherein this service is rendered to 
the fleet is, basically, the productive kin the Production Depart- 
ment shops. Therefore, these productive workers establish the "reason for 
being" of all the other functions of the Shipyerd, and the relative importance 
of these other functions can best be evaluated on the basis of the degree of 
support which they can render to the productive worker. with this in mind, 
let us assume that the productive shops constitute the mucleus or sun of this 
galaxy. In ins first orbit, adjacent to the sun, I would place the three 
divisions of the Production Department ~ the Repair Division, the Production 
Analysis Division, and the Shop Superintendent's Division. The shops, of 
course, answer directly to the Production Officer; however, he delegates to 
the lepair Division the responsibilities for dealing with the shops on all ship 
work. And in the same manner, he delegates to the Shop Superintendent the 
responsibility for all manufacturing and non-ship work. These are the line 


responsibilities. The Production Analysis Division is a staff function to 
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provide for production control and shop plenning implementation, Within this 
division, central scheduling is carried out, material expediting, and such 
other production analysis functions as appropriate to assist the Production 
Officer, his assistants, and the shops in carrying out their basie responsi- 
bilities. The Shop Division, in addition to its line responsibilities for 
manufacturing and non-ship work, has the many other administrative staff 
responsibilities the accomplishment of which are needed for the department to 
properly operate. Within this category fall such functions as providing 
production processes and procedures required to carry out the work assigned to 
Production, including those which will be established by the Plant and 
Processes Branch, Welding Branch, and the Laboratory Branch. In addition, a 
closely releted function to tho productive output is that of trade cognizance 
determination. The Shop Superintendent has primary responsibility in maintain- 
ing adequate definitions of trade cognizance assignment. In order that any 
work be done, the Shop Division mst provide for the proper plant facilities, 
which include machine tools and plant appliances. He has the primary responsi- 
bility for the whole Shipyard on loose and hand tools and portable power tools, 
his agents in this matter being the Plant and Processes Branch and Shop 06. 

The important function of budget analyzation falls to his lot. The budget 

for the Production Department mist be coordinated within the Shop Superintendent 
Division through the Administrative Branch which prepares the budget, conducts 
review and surveillance of execution and consults with the Comptroller's 
Department on overhead determination in the various shops. Industrial relations 
that function which has ballooned to such proportions in recent years, is 
handled for the Production Department by the Shop Division. Some time ego, 


to provide for more efficient operation, all the laboratory functions of the 















nn 


ma. gale au سو سج۰ مھ‎ 








e‏ 02 2 سس سا oe‏ > - کے 
b 4 ۵ UU u © ١ Cum ٤ bims‏ 
E AO 00000 -=‏ حدم به - چو T = ١‏ 
EE - A! ei u ١ ١ à . LALA M" - ©‏ - 
wr‏ سا = ۱ ۵ م 4- 0 
¿y e T o dam =- mn m‏ ——— 
"LL uu NA 4 -—‏ ۲ 
رم" Js‏ بت ۰ 
ت 
p‏ 
a "Ae J t‏ 
7 ا- اس 
al . >.‏ سا 
al '‏ © ۲ 
M Zar‏ 
p yu '‏ — " 
ڪھ 
La‏ - په ت ې 
8 
et , ۱ ۱‏ 
سب e‏ 
۱ پو 1 
رما ID‏ 
7 8 
مس جسم 
m‏ » سه 





2 


Shipyard were consolidated into one laboratory. This leboratory is under the 
Shop Superintendent and provides services to the complete Shipyard. The 
Administrative Branch carries out ell the miscellanoous services which must 
be performed but which no one ever thinks about, such as directives prepara- 
tion, provision of office supplies, review of forms requisitions, collecting 
for the Community Chest, etc. 

In the next orbit, a little further removed, we find such groups as 
the Supply, the Planning, the Public Works and Ordnance Departments. These 
departments provide a large amount of support to the productive effort and 
are in constant contact with the coordinating agencies within the Production 
Department. At the next orbit of influence, I arbitrarily place the Industrial 
Relations and Comptroller's groups. These people set up rules of operation, of 
personnel administration and of money administration which filter down into 
our field, but to the shops only to the extent necessary to carry out their 
-- In the outer orbit appear sarvice departments which are quite 
necessary, yet whose direct influence on the productive shops is only slight. 
These would include the Medical Department, Dental Department, Industrial 
Engineering Department. 

I have broken down my presentation of information into chapters in a 
sequence which eppeered logical to me at the time of preparation. The order 
of the chapters docs not necessarily indicate the relative importance of the 
information presented therein. Instead, it represents the sequence in which 
the information comes to mind as you think of the job to be done. In addition 
I have provided as appendiees current applicable organization charts and 
extracts from the Shipyard directives for information. 
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CHAPTER I 


Production Facilities 


The production facilities, under the cognizance of the shop Superin- 
tendent, have an approximate value of thirty million dollars, These facilities 
represent a major asset of the Navy Department and should be treated accord- 
ingly. I like to think of the equipment in various categories such as: fixed 
or portable machine tools and plant appliances, portable power tools, and 
loose and hand tools. With respect to these facilities, it is incumbent upon 
the Shop Superintendent, as soon after he occupies the billet es is feasible, 


to read the Bureau of Ships pamphlet Manual for Administration of Facility 





ns at Field end Fleet Activities. This book details the manner in 


هر موس وپس یسر ويب وسټټبای یسه E‏ 





which the program of procurement, replacement, or rehabilitation of equipment 


can be carried out. 


Machine Tools And Plant Applicances 


In order to be prepared and to make an intelligent decision concerning 
acquisition of new equipment for replacement of old, management rust have 
available a reesonable criteria to assist in its analysis of the situation. 
There is being initiated at this time in Shop U6, under the guidance of the 
Plant and Processes Branch, e program which will provide the necessary 
statistical infornation to be used in determination of the need for replacement 
of equipment. However, the proper analysis of this information is still e very 
controvorsial natter. The Bureau of Ships has assigned Mare Island the task 
of developing a suitable formla for use in evaluating the need for replacement 


action. Each shipyard should conduct studies and research toward application of 


4, 











such a formula. It is quite possible that even though the equipment needs to 
be replaced, the authority or the funds cannot Le obtained to do so. However, 
@ proper system will indicate the penalty in inefficiency and excessive 
maintenance which is being paid because the equipment is not replaced at the 
optimm timc. 

It is vital that the means whoreby authority and funds are obtained 
to carry out the procurement cycle be understood. It is noted et this tine 
that a definite improvement in the procedure for authorization of funds has 
been edopted in that now, whenever a request is submitted for a new piece of 
equipment, the cost of installation is included with the estimated cost of 
the equipment. This precludes having new equipment sitting round while you 
scavenge to find funds to install it. Under Naval Industrial Fund operation, 
as previously, the integrated priority list of "P," "M," and "C" items mst be 
submitted to the Dureau of Ships for approval. But the funds for acquisition 
vary with each list after their approval by th» Bureau. On "P" items, the 
Bureau provides a special allotment under which they procure the approved 
"P" itens and ship to the Shipyard. Also, if loesl procurement is authorized 
on these, the cost is charged against the seme allotment and in each case the 
cost of installation at the Shipyard is lodged against a Bureau project order. 
Those "M" itens of "recurring" category which are approved, mist be financed 
out of the Shipyard industrial fund with moneys which have been acewmlated es 
an item of overhead expense in anticipation of Dureau approval. The "non- 
recurring" category are finenced as military support. On the other hand, the 
"CH items are charged to a special allotment outside of NIF provided by the 


Bureau. If the work on "C" items is accomplished by Shipyard personnel, it 





is processed as a customer order just as we would charge any other custoner 
for work. If it is on a contract, it does not process through NIF at all but 
is lodged directly against the Bureau of Ships allotment. In submission of "P," 
"M," and "C" items, it is important that the justifications be carefully 
written to give a full and complete picture of the reasons for the requested 
item. It is nct fair to the Bureau of Ships to provide incomplete or mis- 
leading information because for them to judge from a cold piece of paper as 
to the necessity for the item is a difficult enough task under any cireum- 
Stances. More than likely, if the justification is not clear, they will turn 
down the item rather than go through the time consuming process of requesting 
edditional justification. It is well, also, to review justificetions on all 
outstanding items periodicelly since conditicns chenge from time to time and I 
have found it desirable to modify the justifications in many cases subsecuent 
to their submission. In order that the Production Department items be given 
appropriate consideration, the ‘Shipyard integrated priority list, as proposed 
by Management Planning and Review, should be carefully reviewed and, if 
unsatisfactory, representations should be made to the Plant Priority eview 
Board before the priority list leaves the Shipyard. Upon receipt of the 
equipment, all material defects and defects of operation should be catalogued 
and reported to the Bureau end to the Supply Department, regardless of who 
initiated the purchase, in order that an adjustment can be obtained from the 
manufacturer. Although the Shipyard may not have too mich opportunity to 
control procurement, every effort should be made to standardize on one 
manufacturer's equipment in a given type of mechine tool or facility because 


this offers opportunities for great savings in spare parts inventories. 
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The layout studies and drawings for facilities mst be prepared 
initially by the Plant and Processes Branch, It is desirable that a close 
working relationship be maintained with the Public Works Department concerning 
this feature so that duplication of effort is not encountered. Since the 
Public Works Design Division mst review and modify all drawings and speci- 
fications to comply with Bureau of Yards and Docks instructions, it is well 
that they be kept cognizant of what is being developed by Production and that 
Production only provide such information as will not be duplicated by Public 
Works. This is particularly true in the case of buildings and structures. It 
is wall to be cognizant of the fact, too, that the process of getting a job 
finally epproved and en estimate made is a slow one because of this very feature. 
After the Public Worl:s Design Division has spent considereble time reviewing 
the Production submission, then their estimating group mist anelyze the job 
and provide an estimate. A pitfall exists hore in that many times the Plant 
Branch gets in a rush end applies e cost estimate to e job without going through 
this full process, then when Public ‘orks comes un with their estimate, the cost 
is mich greater, and the Shipyard is embarrassed to have to go beck to the 
Bureau and request additional funds. Another vay in which this embarrassing 
situation arises is thet even though submitted with a valid Public Works estimate, 
this only includes a limited amount of overhead and if it becomes necessary to 
contract the job out, due to shortage of manpower, the cost will be much 
greater than that originally expected. Further, when it becomes necessery to 
contract the job, the plans and specifications mist go through an edditionel 
time-consuming step. They are agein processed, this time through District 
Public Works. Many times this office will meke changes without reference 






to the Shipyard and go ahead and let the contract, resulting in a 
final product which is unsatisfactory to the Shipyard. This calls for 





close follow-up on jobs that are particularly critical for the Production 
Department. 

The Plant and Processes Branch, on occasion, due to excessive prossure 
from shop masters might make unwise compromises in plant layouts. Full support 
must be given to the head of the Plant Branch so that he can provide for a 
proper layout of facilities which takes into account the long range viewpoint 
end development of the shop as well as the immediate problems which are of 
more interest to the shop supervision at the time. 

The fact that systematic preventive maintenance of machinery, with 
periodic overheuls scheduled and carried out, is much more economical and 
results in better equipment performance has been so well established that I 
need not belabor the point. However, this does not necessarily mean that such 
@ program is in effect. The current Shipyard directives on the subject should 
be reviewed and a check made as to the adequecy of the program actually being 
carried out. It is the Shop Superintendent's responsibility, which has been 
delegated to Shop 66 for accomplishment, to provide for proper maintenance 
procedures. On a lathe or milling machine, poor maintenance normally will 
only meen eventual breakdown, however, in the gas mam facturing plant it nay 
mean an explosion with loss of life end severe property damage. 

The question of how much we should spend on maintenance is a difficult 
one. Currently the figure runs about four hundrod and fifty thousand dollars 
@ year. This sounds like a great deal until it is seen that it is only one 
end one-half percent of the production facilities value, then it appears 
rather small especially since industry averages about five percent on this 
item. It should be the ain of the maintenance progrem to give usege data and 
statistics to pernit better decision concerning this vital matter. 








Aecountability for equipment is another matter which needs constant 
attention. Assurance must be obtained that someone has been delegated specific 
responsibility for each item. Each year when the annual inventory is hold for 
plant accounts there will always be a certain number of items missing and 
frequently it is indicated that they have not been seen for months. Such 
reports only highlight the need for year around surveillance of plant equipment 
records. If losses are reported promptly it is usually possible to find end 
recover the item. If, however, it is not brought to light for many months it 


is probable that the item will never be found. 


Portsble Power Tools 

This category of tool is treated separately because of its special 
problems. They are not of sufficient size and cost to impress people with the 
necessity for proper attention, yet their poor performance can cripple the 
efforts of many productive workers. This type of tool is expanding in scope 
of application constantly so a sound programa is essential for proper account 
ability, maintenence and replacement. 

Procurement is normally by local procurement whenever possible. It 
is in this field where the greatest problem erises on standardization. Due to 
the provisions of the law that bids mst be taken, and usually the lowest bid 
accepted, each new batch of equipment is of a different mamfecture. I have 
seen as many as fifteen different brands in a group of two hundred pneumatic 
drills. When we multiply fifteen different brands by the mmerous spare parts 
for each, the value of our spare parts inventory rises rapidly as does the 
space and cataloguing problems. Consideration has been given to mass procuro- 
ment by the Bureeu with certain brands being funneled to cach yard but nothing 
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has as yet been accomplished along these lines. In connection with procurement, 


it is necessary that the equipment be carefully inspected upon receipt. It 








has been well established that we cannot rely upon the Neval Inspection Service 
to assure satisfactory complience with all specifications. If defects are not 
discovered prior to placing in service you are usually stuck with a major 
rebuilding job. 

Control of maintenance on portable power tools is a particularly diffi- 
cult problem. They are too heavy for employees to be willing to return them 
daily to the toolrooms for servicing yet a large majority of them need such 
service. It is necessary that there be either a traveling service facility 
or several conveniently located fixed facilities if the program is to be 
effective. A central overhaul facility is mandatory for the periodic overhaul 
of this equipment in order to take advantage of a consolidated inventory of 
spare parts and of an officient and safe cleaning roon. 

Accountability of this equipment is essured through the tool control 
program and should present no real problemn, 

The inventory of spare parts is capitalized as & shop stores for Shop 
06. This should be scrutinized periodically to maze sure that necessary spares 
&re not dropped because of their slow turnover rete. Special rules must be 


epplied to the stocking requirements here. 





The inventory value of loose and hand tools approximates five and 





one-half million dollers, a sizeable sum. Since these tools are considered 





as expended as soon as they are pleced in the toolrooms, it is doubly necessary 
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that an effective control be maintained over their use and disposition. The 








Tool Control System is in effect a miniature stock control system, but one 
which will eccopt return of used equipment.  £t present moh of the record 
keeping for the system is done by hand which is very uneconomical of manpower. 
Steps are being taken to adapt tool issue and roturn to an olectric accounting 
machine card system so that usage dete and inventory records can be integrated 
together and handled by machines at great savings. It will also permit e moro 
effective reporting system to the Bureau at very little inconvenience. 

In carrying out procurement of these tools we have somewhat the same 
problems of standardization and receipt inspection as we do in portable power 
tools, but to a lesser degree. 

The critical decision which arises in connection with these tools is 


what constitutes a reasonable back-up inventory. Should it be enough to 





provide tools until "M plus six or longer? Once the decision is made the tool 
control system can easily implement it. Also, as a corollary, special 
consideration mist be given to such things as carbide cutting tools and dismond 
grinding wheels. Experience has shown that once a war starts it is almost 
impossible to obtain additional amounts of these materials so it is well to 
have a much larger back-up inventory of items in this and similar categories. 
A systematic progrem of replenishing the tool inventory is vitel. It is easy 
to economize on procurement for a couple of quarters without seeing a detri- 
mental effect. However, it will show up as much as a year later when you 
nost likely can ill afford to lose productive output. 

In order to up-date tool specifications and to standardize on specified 


requirenents the Bureau sponsors a tool testing progran in ell shipyards. 
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This is a very important progran which must have tho personal attention of the 
Shop Superintendent if it is to suceced. Many tines it is difficult to justify 
the funds used, on the basis of an immediate direct return to tho Shipyard, 


but the over-e11 long range benefits far outweight the cost to the budget. 


An area which has not been exploited to any great degree is that of 
tool engineering. The tool engineer, located in the Plant Branch, is a 
specialistein the field of tool and die design. His technical knowledge can be 
a valuable asset to the Production Department if properly utilised. 

Meny times it is necessary to design a special tool or jig to accomplist 
an unusual job. Although the tool shop, Shop 06, is responsible for providing 
the tools or jigs, the tool engineer mist be an active participant in the 
design end evaluation of such items. 

There are many areas where this engineer's talents can be used end it 
is suggested that he be allowed a wide freedom of action. 





Tho Production Department does not own tho fixed buildings it occupies. 
Instead, all fixed buildings and open working and storage space belong to the 
Public Works Department who administer then for the whole Shipyard, assigning 
custodial responsibility to those departments who establish a justification for 
useful employment of the space or building. The departments using the buildings 
are responsible for maintenance costs to the buildings and for spece improve~ 


ments. There always arises a question as to what are major rearrangements 
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or improvements since these costs may be borne by the Public Works Depertment 
or by special allotment on occasion. Careful study of the distinction will 
pay dividends in shop overhead rates. It is my opinion that building mainte- 
nanee should be in one shipyard wide overhead cost class. Otherwise we find 
a small shop in an old building (through no fault of theirs) being saddled 
with excessive building maintenance costs which run their overhead rate too 
high for competitive pricing of work. 

Of course temporary or portable buildings are the property of the 
respective department and must be built and neintained by department funds. 

If a system of control is not carried out we will find large quantities of 
portable buildings springing up all about the waterfront. This becomes a 
serious problem because in general they ere unsightly and also do not meet 
the safety standards that fixed buildings mst meet. So to countenance 
portables is to run a calculated risk on safety hazards, particularly with 
respect to fire protection. 

Within the Production Department, space assignment in open areas or in 
buildings is the responsibility of the Shop Superintendent's office. Long 
range plans should be projected forward and used as a guide. If all decisions 
are made on a current need basis we will be unable to accomodate the major 
requirements which occur later without a major expenditure of funds and probabli 
disruption of the operations of one or more shops. Also surveillance of space 
essignments should be maintained because it is seldom that a shop will volunter: 


relinquish space assigned to them even though the need for its use has vanished. 
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These are three items which should be discussed here: 

Shore Station Development Poard. This is a Shipyard 
board which is responsible for maintaining and projecting 
forward the Shipyard requirements in the way of major im 
provements. The recorder of this board is a key civilian 
from the Public Works Department. He makes the presentations 
on the various itens and recommends the shipyard priority 
assignment. The Production Officer is a member of the 
board end usually takes the Shop Superintendent along as 
his staff assistant. I make it my duty to obtain the 
proposed priority list in advence and provide the Production 
Officer with all pertinent background information on projects 
of interest to Production. Of course, if the Production 
Officer is unable to attend, I normally attend for hin and 
represent the department. 

Plant Facilities Priority Review Board. This board is 
& Shipyard board also which is established to revicw and make 
final recommendation to the Shipyard Cormander concerning the 
Shipyard integrated priority lists for submission to the Durean. 
The Shop Superintendent is a member of this group. “any tines 
this board is allowed to be somewhat dormant and not used. In 
that event usually Management Planning and Review establishes tho 
relative priorities for items submitted by the various departments. 
I consider it very desirable that this board be kept alive to bring 
a broed viewpoint to priorities establishment. 
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Mobilization Planning. In all the wor: related to major 
improvements and to plent fecilities end equipment, a careful 
consideration should be given to coordinating these require- 
ments with those of mobilization. This is not too well carried 


out normally. 


General 


The evaluation of tooling effectives is a nebulous thing. Lach of us 













can state how effective and efficient we tnink the tooling program is but ve 
really have no criteria which we can use to make an accurate evaluation, 


This is something that all of the personnel of the Shop Superintendent's 





"ice should devote some thought to. 

Production personnel havo long recognized the benefits of having the 
plans, the materiel and the labor arrive at the job at the same tine for 

We should add a fourth factor, normally taken for granted, that of getting 








the tools to tho job at the proper time. ‘urther it is not enough to get 
just tools there, they mist be the proper and most effective tools. For 
example, the output of a lathe using carbide tipped cutting tools can be as 
high as three times that of one using ordinary cutting tools and at the same 
time the quality of the cut is mich better for smoothness, requiring a lesser 
finishing operation. 

In order to improve the collective judgment concerning tooling 
effectiveness, I suggest three courses of action for a Shop Superintendent 
end his staff. 
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(a) Take the time to visit the jobs both inside and 
outside and observe the facilities in use. Find out what 








their problems aro. 


(b) Always attend the Bureau of Ships "Tool Standardization 





onference" meetings and take part in ell their programs. 
(e) 
exhibits. Here ono gets to sce the latest developments in the 





ihenever possible attend nachine tool end industrial 


Pureau of Ships, Departaent of the Navy. 





CHAPTER 11 
Production Processes and Procedures 


A Shipyard orgenisetion is established for one purpose ~ "Service to 





the Fleet." In order to accomplish this: the Planning Depertuent specifics 
















what is to be done (the scope of the job) by moans of job (uork) orders 
supplemented by blueprints which automatically establish the material recuire- 
ments, and the tino limitations for tho over-all job; while the Production 
Department is responsible for the time scheduling of the components of the 
totel job including dates of material and blueprint delivery desired, and 

for the "how" of the job accomplishment. This principle mst be clearly 
understood. 





With the above in mind it is evidont thet Production, i.e., the Shop 
superintendent, mist establish new procedures and processes as appropriate 
end review end improve existing ones constantly. It is not sufficient to just 
plug the holes as they develop, rather the steff should be constantly looking 
ahead end anticipating the problems before thoy develop. To do this it would 
be expected that the Shop Division personnel: 
(a) Keep abreast of developments in their field 
in cOm™fercial practices. 
(b) Keep cognisant of new installations proposed 
by Planning for use on ships and be ready with the 
procedure or process needed to carry out the installation. 
1 (c) Review existing procedures and processes for 


possible inprovenents. 


17 





18 


(a) Conduct research and tests with a view to 

providing new or inproved variations in procedures 

and processes. 

It is well to emphasize at this point a very important feature of 
this area of responsibility. Although we stress the fact that it is 
basically the supervisor's responsibility to enforce safety, it is every 
employee's duty to enforce safety. A sefe Shipyard is usually sn efficient 
one. Foremost in the mind of every person who drafts procedures or processes 
should be the goal of building safety into them. Only by — sufe work 


ocedures and processes as well as efficient ones can wo expect the supor- 





visor to enforce safe practices in their implementation. 
To highlight some of the situations encountered from day to day I 


will touch quickly on each of the technical branches. 


Plent end Processes Branch 
The gas manufacturing plant was somewhat in the situation of "out of 
Sight out of mind" until long needed attention was focused on it by the 
explosion of an oxygen compressor. Ihis is representative of how not to 


The Plant Branch was commizant of the need for better 





maintenance instructions and operating instructions but for several reasons 
had not done anything: 

(a) A shortsighted management policy allowed the personnol 
in this branch to be so curtailed that taking care of the urgent 
problems kept this job pushed to the bottom of the backlog of worl. 

(b) Confusion existed as to just who was responsible for the 


issuance of such instructions on this operation. 
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19 
(c) The Plant Branch had, through lack of management 

backing been rebuffed previously when they attempted to 

improve the situation. 

As a consequence of the explosion a thorough and careful study was 
made of this operation and proper maintenance and operating instructions 
were issued. 

Another example is that of the procedure for steel plate pickling. 
The old procedure was slow and uneconomical. A study was made and a new 
procedure developed which was much more effective and which permitted tripling 
the output of the operation. A new facility was installed to replace the old 
tanks which were beyond feasible repair and the new procedure implemented. 
The Shipyard was able to carry out a program of pickling and painting all plates 
entering the yard. As a consequence the lead time for ordering steel from the 
racks into the fabrication shop was halved since it was known that time did 
not have to be allowed for pickling after stubbing out from stock, This is 


the proper forehanded wey for problems to be recognized and remedied, 


Welding Branch 


This branch hes a heavy responsibility. Few pieces of work are 
carried out in ship construction without utilizing some facet of welding. 
They must be faniliar with the latest techniques on all types of metal fusion 
processes. 

The use of low hydrogen welding techniques were specified by the Bureau 
for certain types of work. However it remained for a forward thinking welding 


engineering group to recognize the immense advantages to be gained from more 
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read use of low hydrogen welding. They developed statistical data to 
prove the savings possible in speed of welding, use of smaller rod for 
equivalent strength, and improved quality of finished product. They were 
able to do a selling job to first, the shop personnel and second the managenent. 
The savings to the Navy were conservatively estimated as the major portion of a 
million dollars a year for one Shipyard. This is the type of thinking that 
mist be encouraged in the Shop Superintendent's staff. 

Constant review of welding procedures mist be carried out to up-date 
then. Also the Welding Engineer mist be in close liaison with the Plant 
Branch to advise concerning the procurement or rehabilitation of welding 


equinnent. 





This branch has a responsibility to the whole Shipyard, not just to 
Production. From the Production viewpoint however, we expect them to provide 
current and safe processes and procedures in their field. 

Word was received that another Shipyard had developed a superior method 
for cleaning fuel tanks. The laboratory personnel visited the other Shipyard 
and studied the procedure in detail. It was found that no appreciable modifice- 


tion was necessary in our procedure since no more advanced ideas wero discovered. 


The point of this is that, no matter how good we think we are, we cannot 


afford to overlook any chance for possible improvement. We cannot be afraid 
to go out and study what other people are doing. 

The metallurgists mst provide assistance to the forge shop in heat- 
treating procedures and to the foundry in alloying techniques. The chenists 
mist systematize the parkerizing and anodizing processes to insure safety and 
quality. 
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The laboratory personnel sceing the value of plastic boats porsisted 
in their research and experinentation even efter the Bureau became discouraged 
because of the excessive cost of the boats. This perseverance and vision paid 
off and we now have a superior plastic 12 foot and 16 foot boat for general 


use of the Navy. 





Active participation of this group in process formulation is a very 
desirable ein. The comaittec was established to maintain cognizance of 
those processes involving use of chemicals dangerous to human beings (the 
employees). They should review end concur in ell processes of this nature . 
which may be developed, m 

Recently trouble developed from the adverse cffects of funes fron 
degreasing operations on the employees in the vicinity. Tho danger of the 
fumes to operators of the degreasing tanks had long been recognized however, 
it was thought that a fifty foot radius was a safe danger sone for unprotected 
personnel, 

several things were developed by this group: 

۱ (a) The fumes from Trichloroethylene used in the tanks, 

being heavier then air, hed stayed close to the ground and, even 

though exhausted outside the building, been wafted some 200 feet 

into a working areca. 
(b) These fumes when in contact with e welding arc could 
break down into compononts, one of which was the dangerous gas 


phosgene. 












committee thon prepared recommen 
| 1 ruction and prepared a suggested progran of training for degreasing tank 
»rators, all of which resulted in minimizing the sefety hazards of this 








The possible ereas for action are so large thet I could not hope to 
rer then all. However, the cases above are examples in various categories 
Obviously the answer to all of this is for the Shop Superintendent 
incite an alert staff to initiative thinking and above all to teamork. 





CHAPTER ILI 
Industrial Relations 


The Shipyard hes an Industrial Relations Department to carry out the 
Shipyard Commander's over-all responsibility in this area. However, since 
the Production Department has cighty percent of the personnel of the yard it 
turns out that the Shop Superintendent must be fully as faniliar with all 
phases of Industrial Relations as that departuent is. Of course there are 
many people distributed throughout the department carrying out portions of 
the prograa but the direct responsibility fells to the Administration Drench 


of the Shop Superintendent's office. 


Personne). 

The civilian personnel fall into two categories, graded and ungraded. 
Graded personnel are those covered under the Classification Act and are 
commonly referred to as iVb or white collar workers. Ungraded personnel 
are those of the trades not under classification and are cormonly referred 
to as blue collar workers. The dividing line between the two is rather hazy 
in some areas. Frequently when a blue collar worker is doing wor: of a 
Semiclerical nature, such as shop work scheduling, the question is raised as 
to why they are not shifted to a classified status. Of course there is always 
resistence to this since, invariably, the IVb position will pay less then the 
ungraded worker is receiving. The other side of the coin is that if the work 
can be performed by a IVb we should not be paying tho extra s.lary of e blue 
collar man. Nevertheless the decision is complicated by ceiling consideration. 


These will be discussed in the next paragraph. It is well here to mention 
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another category so that no confusion will result. They are IVa personnel who 
are ungraded or blue collar workers who have progressed to supervisory rank. 
These include those such as quartermen and leadingmen. The graded workers 
are paid on an annual wage andthe ungraded on an hourly wage basis. 

The Bureau of Ships establishes the over-all shipyard employment 
ceiling and within that total sets the IVb ceiling. It is well to understand 
the background of ceiling restrictions so that it is known whether it is 
worthwhile to request a modification or not. Each year budget considerations 
determine the total civilian employment of the Navy and within that the emount 
assigned to each Bureau. Independent of this, the graded ceiling is a specific 
nunber imposed arbitrarily which must be distributed by the Bureau among its 
field activities. Since over-all employment is based upon budgeted funds it 
is seldom that, where the need is justified, additional total ceiling required 
to do a job is denied. However we are frequently caught in the middle on 
graded ceilings. Even though we fully justify the need for additional file 
clerks so that GS~13's, top administrators, won't be filing their own papers, 
we may be turned down on ceiling increases. Because of this arbitrary ceiling 
the only way an increase can be obtained is at the expense of someone else. 
This is also true in the case cited in the previous paragraph where money 
could be saved by shifting to graded personnel. So, many times it may be a 
temptation to resort to details or misassignments in order to get a job done. 
This should only be done as a last resort because it is illegal to carry these 
mopio beyond a limited period without Civil “ervice Commission approval and 
the Shipyard will be severely criticized by the Area Wage Classification 
Office or the Civil Service whichever discovers it first, if these regulations 
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ere violated. In summary on this the Shop Superintendent should be cognizant 
of the division of responsibility. On graded personnel he determines the 
needed ceiling and recommends to the Production Officer. When he approves, 
then the Shop Superintendent negotiates with Management Plenning and Review, 
who control the distribution within the Shipyard, for the ceiling approved 
by the Production Officer. On ungraded personnel the Production Analysis 
Officer reviews the workload curves and recommends the ceiling required and 
this is then approved by the Production Officer and the Shop Superintendent 
mist negotiate for the ceiling. In both classes of personnel the Shop 
Superintendent is responsible for administering the ceiling and staying within 
it. 

Similar to personnel ceilings we find the Shop Superintendent 
responsible for the supervisor ratíos. Here we must really use common sense. 
The usual thumbrule is, for outside work fifteen men to one supervisor and 
inside twenty men to one supervisor. What about the laborers where the 
caliber of personnel requires closer supervision, sometimes even ten to one; 
or the Shop 99 people where one supervisor must cover a large number of 
Ships, maybe ten to one is not so bad here either. Then look at the inside 
machine shop where many times & supervisor can handle thirty men effectively. 
The Bureau has imposed rules that the ratio of quarterman to leadinguen 
should not exceed one to four and Chief Quartermen to Quartermen one to five. 
Adjustments mist be made between shops and each shop compared against its past 
record. Where the inside machine shop may be very effeotive with four and 
one-half percent supervision it may be that the rigging shop requires seven 
percent. Incidentally Foremen and Masters are excluded from this ratio 
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computation. A shortsighted inspection group may get argumentative about the 
fact that Chief Quartermen exceed the one to five ratio when the Quartermen 
to Leadingmen ratio is only one to six, Should we increase our Quartermen 
to escape criticism on the Chief (uartermen ratio? I would say no, that 
does not make sense. So one mst be prepared to show the fallacy of their 
logic so that the shipyard policy of efficiency and economy may be continued. 

The Administrative Branch carries out the work on personnel adminis- 
tration and in most cases this reaches a big volume of routine processing. 
Nevertheless it is very important that it be carried out accurately and 
promptly. For instance nothing irritates people more than to be delayed a 
whole pay period in receiving a deserved raise. There are so many varieties 
of personnel actions that it is not necessary to list all of them, but I 


will mention some of those more frequently encountered. 


Details 
Assigning people to work which is not in accordancs with their position 
or trade description is sometimes used as a means of trying out a man for a 
new job so that his capabilities can be determined before making a firm 
assignment. This is often quite desirable. However, when it is used as a 
subterfuge to circumvent ceiling limitetions, too often the misassigrment 


is perpetratod into years &nd this cannot be condoned. 


Loang 
The use of loans can be a very helpful device to permit a more stable 


shop employment level. If a shop were to hire people to accommodate each 
fluctuation in workload we would be constantly involved in hiring or firing 
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in some shop. This can be avoided to a great extent by maintaining the shop 
levels at average requirements and making loans between related trades to 
meet peak or slack periods., One feature of this which is worth becoming 
familiar with is thet of the effect on overhead rates. The Bureau has ruled 
that administrative costs such as training, hendling bonds, etc., will be 
borne by the parent shop yet the productive man-hours worked are credited to 
the shop the workers are loaned to. Thus the overhead costs of a shop stays 
the same even though they loan out people but their productive hours worked 
are reduced so the overhead rates will riso. 


Calls 

The method of handling calls is dependent upon the Production Officer's 
management policy. It is perfectly feasible to give each shop e ceiling end 
then hold the shop master responsible for initiating calls as necessary to 
maintain his personnel requirements. Under such a system there is no need for 
approval of individual calls by the Production Officer. Because of the news- 
paper interest in all calls placod most Production Officers feel the necossity 
for approving eech call so they can be fully informed and ready to answer 
newspaper inquiries. Also firm ceilings tend to keep the department employment 
well below ceiling unless we over assign. This is because each master will 
stay well below rather ben take a chance on exceeding his ceiling. I believe 
۵ more workable arrangement is to give a shop only en approximate coiling 
for guidance and have them place calls when they think they need people. These 
calls would heve to be reviewed by the Shop Division personnel assistant to 
assure thet it will not run the department over and then presented to the 
Production Officer for approval via the Production Analysis Officer for 
comment concerning shop workload. This ties all the loose ends together. 
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Promotions 

The Shop Superintendent may normally approve all promotions except 
where it will alter the supervisor ratio or where the new position has not 
been approved by the Production Officer, in which case they should be taken 
to the Production Officer with all the background information. 


The Shop Superintendent may approve a trie voluntary request for 
demotion, one which is initiated by the employce for personal reasons. 
These are very limited in number and fairly easy to recognize. However, on 
involuntary demotions the only person who can approve it is the Shipyard 
Commander. In this connection the Civil Service people insist that a request 
for demotion is not voluntary, if, for exmmple, a man has been called in and 
told thet the shop considers him incapable of carrying out the duties of his 
grade and he then requests reduction to a grade where he is capable of 
carrying out the work. Here they say that management has initiated the action 
and should properly prefer charges of incompetence and carry through with a 
normal charge procedure. It is not very good for the men's morele but it 
avoids situations which nay arise with complications. Since the man is 
permitted to change his mind eny time on the voluntary request up until it is 
earried out, he may at the last minute abrogate his request and thereby 
necessitate a follow-through with the charge proeedure anyway. I would still 
prefer to see the man allowed this option but apparently it is illegal by 
present interpretations. 
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All reductions in force must be approved by theo Shipyard Comander end 
in some cases oven the Bureau reserves the right of prior approval. Therefore 
we mst be very thorough in our search for means of absorbing the personnel 
profitably in another shop. Only after it appears quite definite that there 
are no possible jobs thoy can be utilized in end that tho workload is such 
that forced leave or leave without pay will not tide the shops over, should 
a request be made for approval of reduction in force. Of course the require» 
ment is that veterans be given thirty days notice of proposed action. As a 
policy of good humane practice non-veterans should be given thirty days 
notice also if at all possible. 

It will be well worth a person's time to become familiar with all the 
ramifications of retreat rights, bumping rights, etc.e, which are currently 
in effect. Otherwise a person will be thoroughly confused every time he gets 


mixed up in reduction in force procedures. 


Grievences 
Quite often there will be employees asking for a chance to talk with 

the Shop Superintendent. This is a delicate situation to handle. They 
shouldn't be rejected befcre it is found out what they want, but at the 

seme time there is en established grievance procedure which should be followed. 
Many times it is strictly a personal matter they went to ask advice on. I 
found the best policy to be available to talk to anyone. Then if it devoloped 
thet what wes موی‎ should have been a grievance or maybe a beneficial 


Suggestion, I explained to them the proper procedure end ushered them out. 
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In no case would I take their side against a supervisor, rather I would assure 
them that I would look into the matter, which I alweys did. Here again a person 
must know the masters because if some of them Sind out a check up is being 

made es a result of an employee's visit they will give the man a slight 

"talking to." 


Appeals 
fn employee in most cases has the right of appeal from an adverse 
ection. Every consideretion rust be given to such appeals. The omployee mst 


feel thet he has had fair review of his case. 


Hearings 

As pert of an appeal e man will normally request a heering. Many times 
the letter received will not specifically request a hearing but just cite 
extenuating circumstances, If there is any question at all I favor going ahead 
and holding a hearing. If this is done then there can never be e kickback by 
the employee thet he was not permitted to present his side of the story. 

There is no need to have concern over the conduct of a hearing as long 
as certain basic features are adhered to. Many people panic when it is 
indicated that a lawyer will represent the man. There is no reason for this 
since the hearing should be conducted in the same manner. In such a case it 
is well to review the rights of the employee again so that it will be known 
when to tell the lawyer to shut up end when not to. In my experience the 
employee gets a mich better hearing if he has no lawyer. This is because with 
& lawyer present, I tend to stick to the letter of the book but without one 
many times I leen over backward to give the employee every chence to tell 
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all his side and many times help him out. Of course there is always tho 
chance the man will be too afraid to speak up in which case ea lawyer does 
help expedite tho session. | 

In conducting hearings one thing is parenount in my opinion. That 
is that no one is on triel, it is a fact-finding session and no one should 
feel he is on trial. If Mi Wire comes out of a hearing feeling he hes 
been on trial he will be bitter and probably appeal the caso. On the other 
hand one must be careful not to mit the Supervisor who preferred the action 
egainst the man on trial, In many yards this is the normal result and the 
supervision throughout the yard decides it is not politic to prefer charges 
against anyone since they will be the goat in the long run. So, they allow 
irregularities to continue which cause unsafe practices, inefficiencies, and 
loafing. This unhealthy condition should never be allowed to develop. The 
hearing officer can help prevent it. 

The answer is to stick to fact finding and use common sense و‎ there is 


no substitute for it. 


supervisor Selection 

å Shop Superintendent should become acquainted with the method of 
selecting supervisors. The most valuable commodity a Shipyard cen have is 
good supervision. And by contrast one of the masters computed the loss in 
preductive output which would result from en eighty percent effective 
supervisor. It was several thousands of dollars a year. The present procedure 
for selection of supervisors is the best available at the moment, but it is 
still not considered by most people to be completely reliable. Contimal study 
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22 
should be given to this problen in the hope that some improvement can be 
made. The Bureau is only too happy to explore possible improvements with 
& Shipyard. A facet of the same subject is the proper selection of personnel 
for key positions such as branch heads, foremen, and masters. The present 
selection methods, an extension of other supervisor selection methods, is 
pretty good but could stand improvement. In any case their effectiveness 
depends upon how the selection board applies the principles. It must be 
recognized that these people are importent members of mansgement and any one 
of them is comducting a big enterprise. Therefore if we get a bad or even 
mediocre one we will pay a heavy penalty ovor a ten year period of his 
ineumbency in the job. 


irade Cognizance 

A dynamic policy on trade cognizance determination can create a very 
effective atmosphere for trade coordination and cooperation. This makes for a 
healthy yard. Of course there cen be no strikes of govermment workers but 
certainly thoy will not be effective if dissatisfied. I strongly recommend 
that early in the tenure as Shop Superintendent an officer satisfy himself 
as to the policies he will follow on trade cognizance and then stick to then. 
Also, he should establish a cordial relationship with the various craft 
committees. They do not have to like his decisions but as long as they 
respect his judgment end feel that he is being as honest es he can they will 
cooperate. It is not difficult to understand their position and to anticipate 
their reactions to a proposed action. I have found that in general the 
workers on the job do not allow trade cognizance to interfere with the speedy 
accomplishment of the work. Instead they leave the talking and worrying up to 
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their craft committees. Thus we owe it to the workers to lead the two 
opposing committees to an agreement which is in the best interest of the Ship- 
yard. Also, I have found that by requesting information and assistance from 
the craft committee one car learn an awful lot. Although the onus of decision 
is always up to Production, valueble assistance should be gained from constant 
consultation with the Chief Planner and Estimator of Planning end tho Labor 
Relations Assistant on Trade Cognizance fron Industrial Relations, eech of 
whom has an extensive background in shipyard work. I prefer to have them as 
advisors in all my conferences on trade cognizance. Always be willing to go 
look at the job in question if necessary. Another deplorable feature is that 
often decisions are made in this area on a case by case basis, i.e., putting 
out the fires as they arise. A certain amount of this is unavoidable but if 
an effort is made a person can formlate a long range policy and shape 
decisions toward this policy. 
It is of benefit to recognize two troublesome areas. 
(a) Supervision and certainly foremen and masters should 
not be involved in trade cognizance disputes. They are members 
of management and as such should support management policy for 
the good of the yard. In some shipyards they have been for- 
bidden to participate as members of craft committees. This 
not being the case in Puget Sound we will frequently run into 
such a situation. Some masters seem to feel it thelr duty to 
feed information to their craft committees with which to foment 
disputes. Periodic reassertion of supervision's management 


responsibility ín this matter helps but does not solve the problem. 
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(b) The craft comaittees in general want & decision 

from the highest member of management possible. And even 

though the militery cannot possibly have as mich shipyard 

experience in the trade problems as a senior civilian, the 

crafts seem to prefer the officers to make the decisions. I 

would say this is because they can never forget the previous 

trade training of a civilien and always are afraid of his 

being biased. ‘nd a civilian might well have difficulty in 

not being biased. So even though we have a civilien assistant 

well versed in trade cognizance matters there is no use to 

expect him to settle the disputes. This is bad because 

each officer in succession creates a pattern of behavior and 

there is not a continuity from one to the other. iy recommen- 

dation is to lean heavily on a capable civilian for research 

and advice and have him present during all discussions so that 

he can provide some measure of continuity. But in order to 

keep the trust of the craft committees we must make our own 

decisions and make it clear that such is the case. 

Another feature of trade cognizance work is that of precedent. 
The usual practice is to hark back to the latest authoritative statement on 
the matter or related matter, even if it is as old as 1927 es many of ours 
are, and try to proceed from there. Therefore I say that a Shop Superintendent 
should not hesitate to issue authoritative decisions himself where the occasion 
is appropriate. The most important factor in this is to be willing to put 
a decision down in writing for the record. Thet is how precedent is 
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built. Too many members of mansgement seem to be afraid to put things down 
in writing. Thus everything that follows one of their decisions mist be by 
hearsay and subject to variod interpretations. The result is confusion and 
further controversy. I find thet where a person lives up to his side of it 
end states his stand clearly there is less misunderstanding. Also the craft 
committees will be willing to sulult their points of discussion in writing 
prior to a conference so that a person may be prepered to discuss them 
intelligently. This maxes for a mich more profitable session for all 


attendees. 


Training 

Production spends large sums of money on training of its personnel. 
if a Shop Superintendent is to defend the money in the budget he mst be 
satisfied that it is needed and being well spent. With the Production 
Officer being the senior member of the Shipyard Training Committee, the Shop 
Superintendent mist act as his staff assistant to provide him with completed 
staff work in this area. The Production Officer does not have the time to 
explore all the details of training so the Shop Superintendent and hs civilian 
Administrative Branch head must gather the necessary information and keep the 
Production Officer fully informed. In his absence he should be prepared to 
represent the Production Department. The Production Department has the biggest 
Stake in training so it should be quici to mweke its needs felt in the 
Industrial Relations Department. 

if the Shop Superintendent and his Administration Prench Head are not 
on the various training subcommittees he should see to it that they are placed 


thereon. The Training Superintendent can only render service to Production 
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after he has been appraised of the desires of Production for training. It 
is therefore imperative that close liaison be maintained between the Adminis- 
tration Branch personnel and those of the Treining Division. 

The need for special technical training to supplement procurement of 
new equipment must be recognized in time to provide trained personnel to 
operate the machines and tools. If need be employees should be sent to 
the manufacturer's schools. There are many of these provided free for those 
interested. 

The backbone of every Shipyard is the ex-apprentices scattered through 
the various key positions. The Shop Superintendent should consult with shop 
masters occasionally to see if they are well satisfied with their apprentice 
program. The standards mst be maintained high so that being ea graduate 
apprentice means something. During periods of economy thinking one will have 
۵ selling job to do in order to convince the masters that they should maintain 
a good flow of apprentices. They are a drag on the overhead of the shop but 
are a lifesaver when suddenly we must expand and need a well trained nucleus. 
One scheme which was suggested and has a lot of merit might be worth further 
study. Since a large percentage of the shop apprentices move on to other 
departments why shouldn't the overhead cost of apprentices be on one shipyard 
wide cost class. Also why not economize and train all machinists for the 
whole yard in one shop, all shipfitters and boilermekers in one shop, etc. 

Now to en area needing a lot of attention, "Executive Development." 

A Shipyard is big business and as such should have the best trained management 
possible. We have been slow to provide adequate training for junior management 
to prepare them to assume the responsibilities of senior management. It appears 
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vital to me that an effort be made to improve in this sector. Job rotation 

is expensive but valuable. This and other devices should be used as necessary. 
Finally how mich should be spent on training? The Comptroller can 

say to us any day that we have too much budgeted for training and it would be 

very difficult to show otherwise. There is no concrete way to evaluate 

training in dollars and cents. But we should always have that question in 

our mind and scrutinize the training programs very carefully. 


Safety 

Because such great improvement has been made in safety in the past 
few years a lot of people have relaxed their vigilance, This cannot be 
permitted. It mst be recognized that there still are many legitimate safety 
hazards in every shop. We still have & long way to go to & completely safe 
working environment. 

At the same time we must temper the Safety Superintendent's idoels 
with common sense. We can reach the point of diminishing returns fast if we 
attempt to carry out every suggestion on safety. It is not good business to 
spend thousands of dollars on safety devices which would not be necessary if 
the employees were educated to the dangers inherent in certain operations and 
were to use en ordinary amount of thought for self-preservation. We have 
reached the point now where most of the funds spent are to protect the worker 
from his own inattention or ignorance. A formal policy of disciplinary action 
against chronic offenders would improve matters considerably. Thus each case 
might be judged on its merits. 

Much of the difficulty and expense can be avoided if the Plant Branch 
and Public Works are alert to build safety into plant equipment and facilities 
initially. No one can foresee all possibilities but it could be greatly 
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CHAPTER ۷ 
Manufacturing and Non-Shíp Work 


All work performed by Production Department shops, other then that 
on or for ships assigned an availebility at the Shipyard, is under the juris- 
diction of the Shop Superintendent. At Puget Sound this is not a major 
factor since only about seven percent of the productive labor force is involved. 
This work is designated as mamfacturing and the catchall category of non- 
ship work. With the present netional policy of not making something which can 
be produced commercially, it is likely that this type of work will decline even 
further. But even though this is a small segment of tho shipyard work it is 
important because it includes such things as plastic boat manufacture and 
ordnance stock work and is a service to many customers who will judge the 
Shipyard accordingly. And, this is a troublesome sector because it is a col- 
lection of miscellaneous odd jobs which tend to get lost in the shuffle and 
certainly do not assume the importance to the workers of the work for ships 
which can be seen right on the waterfront. 





The work involved in manufacturing mst naturally take priority below 
that of the active ships present for overhaul. However, we mst always remember 
that many of the items are for use by other shipyards on active vessels being 
overhauled at their activity. So promised delivery dates mist be met if at 
all possible. 

The problem of meeting dates hes been greatly improved by the use of 
central scheduling. The manufacturing work is processed and scheduled in 
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appropriate order along with ship work. Also the Progress Branch assigns 
certain men exclusively to manufacturing follow-up., Tims the Manufacturing 
Brench head can work with the Scheduling Brench and Progress Branch to 
coordinate timely completion of this work, With respect to completion dates, 
the time required to process it through Supply and ship it to the customer 
mist be taken into account also, It does no good to have a metal joiner 
door complete in Puget Sound the day San Francisco wants to install it. 

Costing of small jobs can be very difficult. Each customer order comes 
under the provisions of the Comptroller of the Navy instructions concerning 
overeexpenditure penalties. And a mischarge of e few labor hours can over- 
expend small jobs before anyone receives & control report to warn of the denger. 
It is essential that tho Manufacturing Superintendent work closely with the 
Analysis Branch where the master deck of EAM cards is maintained and kept 
under constant surveillence to prevent over-expenditure. Here, when a job 
approaches a certain money limit, the master card can be pulled out and 
subsequent charges will be rejected by Fiscal. We then are able to apply 
charges mamıally and prevent over-expenäitures, The uncontrollable that 
occurs from time to time however, is that Supply in material procurement for 
the job will have to pay more than the estimated cost, then when the charges 
are lodged against the job the cost runs over. Material orders on this type 
job must be flagged to not expend more than the estimate without prior approval 
of the Merufacturing Branch. 

The Manufacturing Superintendent should review the means of quality 
control periodically to satisfy himself that good quality work is being per- 
formed, It is rather embarrassing to ship a lot of castings to another activity 
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and have them go on the air with a dispatch that eighty percent of the castings 
were found to be porous and unusueble during the machining process. It is a 
saving in the long run to spend a little extra money and over-inspect prior to 
shipment of work leaving the Shipyard. This means one hundred percent X-reying 
of castings and one hundred percent inspection of machine work, expensive but 
warrented, in view of the freight costs of double shipment. This leads to 

the next major factor which, although a control feature, is given separate 
consideration for Puget Sound. 


Inspection Responsibility 
It is & well established policy of Puget Sound that there is no formal 


Inspection Division in the Production Department. Instead supervision is 
charged with full responsibility for inspection and quality of product. The 
supervision of each shop is responsible for the output of that shop. This 
principle comes under fire each time an inspection group comes around, but I 
think we have proven to most people's satisfaction that it works in Puget Sound. 
Maybe it would not in other activities. In any case it provides shop management 
with more of en incentive to follow the job and review work being accomplished. 

Sometimes it nay be necessary for & shop to set up its own inspection 
group. This is the case in the inside machine shop where the volume of work 
requiring special instruments for checking werrants a special inspection 
section. . 

There is one deviation from this inspection principle. Due to the 
complexity of the electronic installations on combat ships, it was considered 
desirable to have a double check on the reliability of the system as a whole. 
Therefore the Design Division of the Planning Department is requested to have 
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its electronic engineers check a few selected systems on each ship after 
completion. They report their findings to the Production Officer. 

The policy devolves down to one thing; place the responsibility for 
quality with the people who can do something about it. A parallel situation 
exists in private industry where most large companies assign the profit 
responsibility to each of the product division managers. 


Demage and Waste 

I know of no Shipyard where demage and waste is properly charged by 
productive shops. The reluctance of shop masters to recognize this factor as 
ea cost of doing business and charge it properly is understandable. They do 
not want to be the first to show up with heavy charges in this cost class and 
thereby look very poor in comparison with similar shops. In addition there are 
no valid criteria for judging what should be allowable es damage and waste. 

In the foundry there can always be a certain percentage of poor castings 
expected. Foundrymen recognize this but other people do not. A customer would 
be very unhappy if he were told that he had to pay for twenty castings to get 
fifteen good ones. Yet that is what he does without recognizing it. 

In the machine shop we may expect a certain percentage of damage or 
rejections due to machine malfunctioning and variations in tool wear. 

The legitimate expected damage and waste should be computed in and 
mede a part of the direct cost of the job and should be covered by the estimate. 
However, those resulting from management errors, worker carelessness, or 
incompetence should properly be assessed against shop overhead. 

I recormend that the Shop Superintendent become familiar with this 
problem and keep his staff working on it until a solution is reached. 
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A large emount of overhead work is budgeted for and carried out, This 
too, falls in the category of non-ship work. This work is primarily uncer the 
jurisdiction of the Plant Branch direction end the Administration Branch for 
cost analysis. Recently agreement hes been reached whereby the scheduling 
of this work is integrated into the over-e11 program of shop workload by the 
Scheduling Branch. For this to work e very close liaison between Shop 06, the 
Plent Branch, and the Scheduling Branch mist be maintained. The schedule of 
plant equipment and facility maintenance work as administered by Shop 06 can 
allow for some adjustments to fit into the over-all shop workload picture but 
it must not be delayed excessive periods or it will not accomplish its purpose. 

Some shops have a tendency to handle overhead work es a backlog cushion. 
This cannot be accepted because when a job is strung out over a long period 
it accumletes numerous unexplained costs which run the price up excessively. 
In addition many shops think this is a good place to carry excess personnel 
when workload is slack, particularly if they are doing work for another shop 
and not their own. These practices mst be watched for and controlled. It 
is wise to increase the level of maintenance rehabilitation work during slack 
periods, but only if it is planned and the work needed. But even then it 


must be controlled and not in the nature of making work. 
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CHAPTER ۷ 


Ship Work 


All so-called ship work, that work either on the ship or in the shop 
which is for ships under availability in the Shipyard, is the responsibility 
of the Repair Superintendent. Although the Shop Superintendent has no direct 
responsibility in this area he has several staff assistance functions to 
perform in relation to the ship work in addition to normal overhead functions. 


Let us review some of these direct support functions. 





As stated in Chapter III, the Production Department makes the trade 
cognizance determinations. One area of this function which needs strengthen- 
ing is the ability of Ship Superintendents to carry out the provisions of 
trade cognizance agreements. Often when a Ship Superintendent gets on a 
rush job he may violate trade cognizance determinations in omer to expedite 
the work on ۵ particular ship. 

A Shop Superintendent should offer his services and those of his staff 
to hold a periodic discussion session with the Ship Superintendents to keep 
them informed of trade cognizance problems, current controversies, and 
consequences of violations of cognizance assignments. I am sure that such 
assistance would be welcome if not made too time consuming. 





Here we have a parallel and intimately related subject to that of 
trade cognizance. The Production Department by determining trade cognizance in 
effect determines work assignment between shops. Occasionally Planning and 
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Estimating will request advice on work assignment where they have no prior 
precedent and no directives from Production on the matter. This is very good 
because it avoids the Shop Superintendent having to reverse Planning end 
Fstimating on a work assignment efter the job order is issued if he should 
disagree with their decision. 

Also, when there is an unbalanced workload between the shops, the 
Production Analysis Division is alerted to spot jobs thet are feasible of 
misassignment to a slack shop to avoid a reduction in force. When such jobs 
ere discovered the Shop Superintendent consults with the Repair Superintendent 
and the Planning and Estimating Division and if — is reached has the 
job issued or reissued as the case may be to misassign the work. When this 
is done a note is added to the job order stating thet "This work is adminis- 
tratively misassigned to balance workload and is not to be construed as a 
precedent for changes in trade cognizance." 

In addition, for small assist jobs where one trade has the major 
portion of the job and íis capable of doing the work, the decision may be 
reached (requires a Shop Superintendent's decision) that the work be mis- 
assigned for purposes of economy and a note added accordingly with the same 
provisions as to trade cognizance as above. 

The Ship Superintendents have instructions to carry out the pro~ 
visions of a job order as issued but on occasion they may conclude that 
in their opinion work is improperly assigned and arbitrarily shift it around. 
Or, in order to expedite a job, will have the wrong trade perform the work. 
It is understandable that they are interested in expediting the work, but such 
actions can upset months of careful arbitration on your part, so it cannot 
be allowed. Here, as above in trade cognizance, we should follow, with 
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the Repair Superintendent's approval, a program of educating the Ship 
Superintendent to the best course of action and the whys of the policy. 





Yor the most efficient and safe productive work the processes and 
procedures set up by the Shop Superintendent's office must meet the needs of 
the shops and the Repair Superintendent. If no instructions are available 
no one sits and waits for them, the shops improvise and do the job anyway. 
Tims we are in the position that, if we do not provide the proper service, 
pretty soon the productive element will ignore us and set up their own 
procedures and we will not be earning our keep. Thus, close liaison mst 
be maintained with the Repair Division and the shops and every effort made 
to see that they have in hand adequate procedures and processes. Then by 
being familiar with the work, if they are being improperly implemented, it 
is easy to find out why or to invite to supervision's attention what tho 
proper method is. 


Close liaison mist be maintained with the shops end the Repair 
Superintendent to anticipate needs for special tools and equipments. Only 
by such forehendedness cen there be provided the full sarvice that should 
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CHAPTER 1 
Budget Administration 


The budget is too often treated like medicine which we don't like, 
something we have to take because it is good for us. This is the wrong 
approach. A budget is a plan of action, a cooperative venture with everyone 
participating. Some misguided members of management might attempt to use a 
budget as a club over the operating personnel but such a policy is the wrong 
approach and will eventually rebound to the disadvantage of the whole activity. 
In conversations with representatives of private industry a few of then 
report that such an unfortunate incident has set their whole management 
thinking back by ten to twenty years. By far the majority of them say they 
could not possibly live without a budget. And, in fact, the most of the 
companies use essentially the same budgeting principles that are set up for 
use by shipyards. 

If we approach a budget like a navigator projecting forward his dead 
reckoning position and then take sights along the way to check the actual 
position it becomes a living document to help us reach our goals in an orderly 
manner. To uso it otherwise is a misuse and demonstrates a misconception of 


the principles of budgeting. 


Preperation Of The Budget 
Whose budget? Shall it be the Comptroller's budget? or maybe the 
Production Officer's? or the Shop's? No, it should be our budget, the 
Shipyard's budget, the Production Department budget. Pudget preparation e 
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shall we sey initial approval (because it matters notwho performs the labor 
of preparing 1%) should be at the level at which execution will take place, 
In a Shipyard this is the cost center. In the Production Department we have 
better than a dozen of these cost centers. 

In the Production Department the Shop Superintendent's office has 
the responsibility for administering the budget. ln my opinion it serves 
no useful purpose to have each cost center set up a budget section. Instead 
it is more economical to provide central service from the Shop Superintendent's 
office. There the cost center budgets can be made up in rough and provided to 
the cost centers for review and modification as necessary. After all there 
are really not too many variables in the budget that a cost center can 
control. If we have been providing proper reports to tho cost centers they 
can make an intelligent decision as to the budget submission they ere willing 
to support and defend. 

At this point it iswll to highlight the importance of one step of 
the budget formulation process which is seldom carried out. Before an 
intelligent budget can be made up there mst be a flow of information from the 
top down as to what tho objectives are for the budget period under consideration. 
So seldom does this happen that it is almost a fatal defect. I strongly 
recommend that a meeting be held of the responsible heads of ail production 
cost centers well in advance of budget sulmission to discuss the goals. If 
ہج‎ have been received the Shop Superintendent should draft some from his 
knowledge of the over-all Shipyard policy, and play by ear if necessary. 
He should tell the people whether the eim is to operate at a twenty percent 


economy of personnel during the next budget period. Or maybe he anticipates 
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& rapid rise in activity. Two figures which mst be supplied by the 
Production Officer are the over-all personnel ceiling and the number of pro- 
ductive employees needed. The whole budget mst be built around this base. 
We should make use of their knowledge end vision also. When done with such a 
session they should all know pretty well what they are shooting for. 

Of course after consolidation of all the production facts into the 
Production Department consolidated submission we will have to sell it to the 
Comptroller. Above all we mist know the facts and not hesitate to defend 
our budget. And if a cut is made the cost centers should be advised; we can't 
leave them in the dark. We mst make sure that everyone knows what the final 
approved budget is and what hie slice of the pie is. 





Now we have the approved budget, let's not lay it in the bottom of the 
drawer and forget it like too many people do. We must live with it and check 
up on how we are doing from week to week. Many times we will find toward the 
end of a quarter that that project we so stoutly defended has not even been 
started yet. Oh, the plans were not ready when it was submitted., This reflects 
poor planning and should not happen. Next time before we sell a project we 
will be sure we have the plans ready. I have found it a good practice to budget 
for and issue funds in one quarter for material procurement end prefabrication 
and then the following quarter cover the completion of the project. 

In order that the cost centers won't need to keep books, I make sure 
that the reports from the Comptroller's Department are timely and useful. If 
a cost center head is provided a good readable status report weekly in a forn 
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facilitating comparison of predicted to actual porformance, he can get the 
whole picture at a glance and won't need to maintain costly records. 

A budget mist not be an ironclad document which cannot be altered. 
It mst be adjusted to fit the needs and facts of the situation as they develop. 
Budget edministrators ınıst feel free to come back for adjustments. Of course 
major variations mst be reviewed ang understood which brings us to - 


Budget Analysis 

The budget is not the answer to all problems but it is a pretty 
importent document. One familiar with the budgeted operation can by review 
of the actual performance in comparison with the predicted usually tell the 
ills of the particular cost center or activity. These figures tell a story 
to a trained man. 7 

Our staff should become proficient at enelysis and keep us fully 
edvised. There is no need to wait for the Comptroller to air our troubles 
for us. 

Many people make a mistake by not understanding the differences between 
a process shop and a productive shop. It is worthwhile to sit down end learn 
about the differences in budgeting for the two end ín their overhead rete 
determination. 

Certain cost classes of all budgots always receive close attention. A 


few are discussed here. 


Zreining 
As mentioned in Chapter III we really have no criteria to d2termine 


what is the proper level of training. We can always be prepared for a rough 
time because of that. My only advice is to try and show that the training is 
needed and not just "training for training's sake." 
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Denage anc Waste 
We probably can never get true costing here but certainly we should 
be prepared to admit that a figure like two hundred dollars a quarter for 
Production is ridiculous. 


; line Allowed 
Something which we mist continually preach on if we hope to have any 


semblance of true costing. 


Travel 

it is hard to evaluate travel just as it is training. But a person 
need not be apologetic about a big budget for travel, Unless we get our 
people out to see what other activities are doing they lose initiative and 
get ina rut. They need a certain amount of broadening to keep them on 
their toes. 


Under Five Ti Do 


Although distributed through many cost classes, I put it here because 
these usually come under close scrutiny. It is difficult to decide what is 
essential in this category. We cannot reduce then to a return on investment 
basis like business does but we can approximate it. This area could stand 


improvement. 


Cost Accounting 
Cost accounting is a factor in budget execution and analysis so I 


will discuss it here. All our efforts at budget review and analysis can have 
no meaning unless costs are charged properly. There is of course a full 
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set of definitions listed for the cost classes. The trouble is that words 
mean different things to different people. Quite often heated arguments 
develop over proper charging because of the way the cost cless definitions are 
interpreted. Whenever such doubtful areas are discovered we should meke a 
determined effort to have the definition clarified end if we can't then 

issue the Production Department interpretation so that all our cost centers 
will be treating it in a similar manner. 

The job order system is so designed that if proper charges are made 
we will receive in our reports from the Fiscal Division the return costs on 
each cost class for each cost center. Further with the use of job order 
supplements, where Puget Sound can use eleven digits on the EAM ecards, we 
can break cost classes dow to get almost any detail we wish, all by machine. 
This must be kept in mind when the need arises to isolate costs on e particular 
unit. 


Although it is dependent upon the desires of the Production Officer, 
it would be desirable that the Shop Superintendent prepare and provide 
periodically an informal report of budget performance. This would be a means 
of keeping all hands appraised of the changing factors entering into the budget. 
_ Such a report, if written, should be given to the cost center heads also. 

And of course there are the reports from Fiscal which should be 
reviewed periodically for adequacy. 





Since such e large part of the bill to the customer is overhead charge 
end directly related to the overhead budget execution, the Shop Superintendent 
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should become familiar with how these rates are determined. The rate computa- 
tion for productive shops is not too difficult to comprehend but when we start 
looking into the process shops it will be found that only a limited few under 
stand the costing mothods used here. So if the time is taken to learn about 
these one can eliminate one more mrky recess of the budget picture. I was 
only able to find two people in the Shipyard who would attempt to explain the 
procedures on process shops to me and one of these had limitations. 

The rates can shift radically if no long range plan of administration 
is followed. The rates are computed and set by the Comptroller's office but 
the Shop Superintendent is vitally interested and mist be cognizant of the 
procedure step by step. An exemple of one type of thing to be on guard 
‘against is the distribution of charges against a shop for plant facility 
improvements. Particulerly when the work is done under contrect, the charges 
may be assessed against the shop in one lump sum. Thus the overnead rate will 
skyrocket. The proper approach should be to start accruing funds in 
anticipation of the charge as soon as it is authorked for accomplishment. 

Even this may not spread it sufficiently to keep the rete reasonable so, on 
occasion, it can be amortized over a five year period. With major outlays of 
funds this is the only sensible approach so that the overhead rate for the 
particular shop will not be completely out of line. It must be recognized, - 
however, that the Comptroller is expected to balance the over and under absorbed 
conditions of the shops so that he approaches a break-even point for the whole 
Shipyard at the end of the fiscel year. Thus the Shipyard overhead rate is not 
effected particularly by the spread of costs in one shop, instead in effect the 
Other shops are subsidizing the particular shop for a period of time, This 











rim روما لم شم یی‎ û e وېي اد لم‎ — 
u in| e ias وو نب اا مر لے اليد سسا‎ -— 
(vous ccm! af smt MÀ ard] MÀ TX # oaa D paoia gåt o 
سه‎ ١ سو سوسسي.‎ od XO mace خد عم مت‎ d 
wid ae نيوك وې سن درہےم ٭‎ - 6 un اق و‎ 
ہو ود‎ ٥۱۰۱۲ ست وے‎ ua ume Nou د‎ ۷ A دعسو‎ 

و سه می هلم له )3 به gui‏ سوہ جات حد سشدصسسیہ 
O Leer. eı ek cd‏ سد کیہ ےہ ہیوت ہ۸ t omit‏ 
۸ له دیدن( تخت ان وا وموم md je xoce e‏ 
e w v mihl hory mu ti sm e amb. qi mn de‏ سم 
تا کے o al)‏ نا un en s onda‏ سات 
Clee‏ باس ألك > اة مهه هه ajos al ¿Mae‏ 
a‏ = سا قوش ol‏ سوہ بت سن س ست اس Joy ll, Lt dl‏ 
د "wes ms me a‏ نتوی هله لا 

ee |‏ دا سپرږه یا بب و نس و يا ١‏ سا 

© | 9b Ac X cq tt زه‎ m» | 
- y يه‎ OO پس ای اس‎ loo eu en on. qu 
سجس رمل ر که‎ — ٦ 

Is $‏ دده جا ليس HA TO‏ . 
ان دو وه د متا od‏ ساسا أ سس لے حص nn ain. i‏ 
د که وسم ہہ ee cs CA SN‏ سے ہہ 
fa dam o da Den‏ اعد سا dl Ue cum‏ لهجا oe) eter‏ اع سه 
وو و یسب و ہپ ينا و پس امه سي دنس ) کم م 
d‏ رم LL Leld‏ ہوا ب سم n‏ 











53 


procedure is almost the only way we can afford improvements in shops such as 
the forge shop where the plant value is extremely large but the number of 


productive workers is very small. 


Reference reading: 


"The Budget Comes of Age" by James Pierce 
Harvard Business Reviey issue of May 1954 





CHAPTER VII 
Administrative Services 


The Administration Branch is responsible for another important 
funetion, that of management engineering. Few people realize that the benefits 
of management engineering can only come from study and application of it at 
the lower levels. There must be someone to work with the lower levels of 
supervision to guide them in appropriate applications of scientific management. 
This is the guiding precept of the Administration Branch in this work. 





This category of endeavor is concerned with methods and procedures 
used in office work including all paper work. It has long been recognized 
that a scientific study and analysis of the office practices can yleld great 
benefits in simplification of work patterns and improved efficiency. It is 
obvious that people given a job to do will accomplish it in some fashion, but 
it may not be the most efficient fashion. No activity ever reaches full 
efficiency in this field and even if they did it would have to be followed up 
constantly because new people entering the group will introduce their own 
methods which should be reviewed as time goes on. Results of studies in this 


field may even entail office rearrangements to attain the indicated objective. 


Forms and Reports Control 
This category is very similar to the previous one and sort of overlaps. 
Forms and reports control is normally thought of as the review of the papers 
for proper format and ease of filling out, etc. This only scratches the 
surface. I was briefly indoctrinated in the broader aspects of this subject by 
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the personnel at Puget Sound and have since read a few references on it. 

A form or report isn't just a piece of paper, it represents several 
office procedures and methods. The filling out of a report is intimately 
tied in with the practices being followed in the particular office. A poorly 
designed report may be forcing inefficient and cumbersome practices on an 
office unit. 

If a forms and reports man is to carry out his duties properly he 
should prepare & process chart on each new form presented for approval in 
order that he can follow the devious path the form may trevel during its 
use. This of course is in addition to the study of format, ease of printing, 
etc. By this means it would be easy to highlight changes required in the 
form to provide for a more efficient procedure of handling. Of course the 
organization and methods man is concerned with the remedial action required 
here and must be consulted. 

As might be suspected, shortage of personnel will not permit this 
rigorous treatment of forms and reports. Instead only the more important ones 
get the attention they should. 

Forms and reports control appears as a bottleneck and hindrance to 
most people, but to management it should be a tool for more efficient operation. 
For it to be so, the control group mst be adequately staffed so that they can 


do a complete job. 


Or M 
If the lines of authority and responsibility for an activity are cleerly 
delineated with an organization chart, normally the major hurdle of management 
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is covered. It is true nevertheless that people fill in the organization and 
personalities being whet they are they mey prevent optimum functioning of the 
activity or unit. It is the job of the Shop Superintendent's steff to obtain 
the cooperation of all elements of the Production Department in maintaining 
the organization charts current with actual work assignments. Many times 
chenges are made in work assignments which in effect change the organizational 
structure without reference to the charts and the Shop Superintendent. First, 
the Production Officer mist approve all changes in organization, and if 
important enough it may have to be approved by the Shipyard Vommander and 
even the Bureau of Ships. Second, unless the charts are kept current, reflect- 
ing the true conditions, the personnel involved may become confused and their 
efficiency suffer from lack of a clear-cut assignment of duties. so it is 
well to periodically impress on all levels of management the necessity for 
careful study and review prior to organization changes. 





Frequently as soon as we mention this subject people get up in arms 
end start arguing. No one likes to be measured. This subject is one that 
۳ spend years tudying so it ûs unlikely I can cover it in a few paragraphs. 
However, I will set down some of my thoughts on the matter in order that I 
can highlight certain features and emphasize its importance. 

When it comes time to justify the personnel ceiling it is impossible 
to prove how many people we need to do a job unless we have practiced work 
measurement and established some sort of work standards. How simple it would 


be if we were able to compare our workload and backlog with the valid work 
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standards and compute the manpower needed for the job. I have always had to 
base my personne] requirements on judgment end anyone can challenge the 
acouracy of such a statistic. On productive work a certain amount of historical 
data has been developed and the estimates of labor required on jobs which the 
production analysis group consolidate into productive labor requirements are 
in general very good. But on overhead personnel and particularly the graded 
personnel, we have no valid means of analyzing the workload to predict men- 
power requirements. 

Since greater pressure is applied each year, at the national level, 
on manpower requirement justification it is natural that this type of thinking 
should be reflected at the shipyard level. Thus we are faced with developing 


ome valid means of showing the need for every employee on the payroll. I 





cannot emphasize too much the urgency of the Shop Superintendent starting a 
program which will generate such information. 

Of course as a result of work measurement we should be able to set 
up standards. There are two kinds of standards: 

(a) Statistical standards which ere based on historical 
information of past performance. 

(b) Engineered standards which are obtained by a detailed 
analysis of each step of an operation with stop watch timing 
resulting in a finel determination of the standard by engineering 
evaluation. Standards do not have to be prepared on an individual 
basis, they can be by averaging group performance. Although 


engineered standards are usually more accurate, they are not 
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worth the extra expense except in large volume operations such 
as automobile manufacture. Instead we can accept and use 
statistical standards and be sufficiently accurate for our 
needs. Any kind of standard is lacking in practically all 
shops and offices. They should be developed. 


Par, co E 9 

À field of great confusion is that of perforusnce evaluation. At 
present it 8 nel a matter of opinion. This is what makes personnel 
actions so difficult. We have such a vague means of evaluating performance 
that it is no wonder that we can't tell an employee that he isn't doing a 
satisfactory job and make it stick. This subject is directly related to the 
preceding paragraphs. After all "standards" is just the short version of 
"standards of performance” and "work measurement" a part of "measurement of 
performance." Thus we can see that if a system of work measurement and work 
standards were to be instituted for graded personnel as well as ungraded we 
would have the invaluable tool for personnel evaluation. Then when a personnel 
action becomes necessary we could have fects to base our charges on, not 
opinion. 

One shop of the Shipyard as early as 1953 had developed and placed in 
use a very good system of statistical standards based on group performence. 
In addition this had been utilized to foster a competitive spirit between 
groups thereby increasing productive output. Elements of this system plus 
additional features were being used to evaluate the lower levels of super- 


vision. If programs of this nature can be extended to all elements of the 
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Shipyard it is hard to see how any other Shipyard could hope to equal the 
performence of Puget Sound. 

I am afraid it will be up to the Shop Superintendent to initiate 
a program for grade personnel, however., There is too much pessimism on 
the part of everyone concerning the possibilities of finding suitable yard- 
sticks for paper work to expect spontaneous adoption of a work measurement 


systen. 


Though this is not properly a part of this chapter, for lack of a 
better place I will touch on it at this time. 

Typical of most management, few members of shipyard management ever 
take the time to sit back and plan for the future. They are always too 
engrossed in current operations and too understaffed to devote any time to 
such things as mobilization planning. When prodded into it they make a one 
shot try at mobilization plans and then hope they never see them egain. Of 
course we ell recognize this as being wrong but what can one do to overcome 
the inertia involved. 

Someone has to bring the unpleasant werk up and I em proposing that 
the Shop Superintendent is charged with this responsibility. The head of the 
Adninistretion Branch has been designated as the Production Department repre- 
sentative for this work. He cannot do all the work by himself, All he can 
do is coordinate the preparation of the over-all Production Department plan 
for mobilization. This then mist be reviewed periodically to maintain it as 
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a current document. It is the duty of all members of the department to advise 
of any changes which should be made as soon as they are known and they should 
be reminded of this responsibility from time to time. 


Onc on 

In conclusion on menagement engineering it is my opinion that the Shop 
Superintendent is the individual in the Production Depertment who should lead 
and arouse the responsible civilians of the department to practice scientific 
management end then give them every assistance possible, through his staff, 
in the implementation of improved management. 


Reference reading: 


Systems Analysis for Effective Admiristration 
by Normen Barish - Funk and Wagnalls 
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CHAPTER VIII 
Miscellaneous Services 


The Shop Superintendent's office as a service organization stands 
available for all miscellaneous functions which no one else will clein. It 
would be difficult to even list all of them because they are so voluminous, 
however, I will discuss a few of the mainstays. 


There are many kinds of inspections called for and in process at 
all times. 

The monthly inspection by the Masters Safety Committee is a Shipyard 
group but it generates a report which is ninety percent Production Depertment 
problems. The Shop Superintendent's office must maintain a check list to see 
that all pertinent items on the report are reviewed and either remedial action 
teken or a satisfactory reason recorded as to why no action is being taken. 
Unless a systematic approach is taken on this, some of the items will be 
overlooked and recur later to embarrass the department. 

The Shop Superintendent hes the responsibility for housekeeping in all 
areas and buildings under the Production Department jurisdiction. This means 
someone must inspect them occasionally. We can hold the activity utilizing 
the space responsible for its proper security and housekeeping, but we still 
mst check it from time to time. So in order to serve two purposes, (a) to 
provide needed inspecting manpower and (b) to give familiarization and 
training to now officers, the Repair Superintendent and Shop Superintendent 


jointly approve a schedule of inspection of Production Department spaces by 
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junior officers of the department. This schedule is prepared by Code 351. If 
the areas are not in good shape, we will soon hear about it from either 
the Production Officer or the Shipyard Commander so it is desirable to ride 
herd on this project. 

The Rigging Shop is responsible for making certein inspections of all 
craft assigned to the Production Department. This procedure should be 


eudited on occasion to determine its efficacy. 


Space Control 
The job has been delegated to Code 251 to exercise control of all 


space assigned to the Production Department. In addition he has the job 

of Pier Superintendent, He is assisted by a member of the Plant and 

Processes Branch. All space and buildings for the Shipyard are assigned by the 
Management -lanning and review Officer. And it is our job to support our 
assistant, Code 351, in two directions. First, in making representations to 
Management Planning and Review for additional space when needed. Second, in 
selling the Production Officer on major reassignment of space within the 
department as the need arises. 

When contemplating space assignments, ons must teke into consideration 
the long range facilities progrem and the shore station development progran. 
Otherwise we will find ourself moving shops into and out of buildings and 
space every few months, a very uneconomical practice. 

As mentioned in Chapter I, an activity seldom will voluntarily give 
up space. So we should initiate e space utilization study by our staff 


on critical areas and buildings to assure that they are being used to the 
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greatest benefit of the whole departmant. This, of course, makes people unhappy 
but if we are fair in our evaluation and reelly have a higher priority need 
for the space, they will soon cooperate with us. For convenience, the Shop 
Superintendent should have a large map of the Shipyard marked up with space 
assignments so that he can constantly refer to it. 


ووو ووت Leneficinl‏ 

This is basically an Industrial Relations type function but it is 
something that everyone mistteke an interest in if it is to yield worthwhile 
gains. Statistics prove that the program more than pays for itself. However, 
this is hard for people to remember when it comes down to the drudgery of 
reviewing and commenting on the great volune of the suggestions that pass 
through Production. As has been stated many timos, for the progran to be 
effective the suggestions must be processed quickly, they mist be given honest 
consideration, and the suggeetor mist be advised of the disposition of his 
suggestion. The major roadblock is the speed of processing. Most people 
will leave the beneficial suggestions till last and they never seen to get 
around to than. About the only thing we can do is issue periodic propaganda 
on the subject and check the route sheets on each suggestion to find cut who 
the bottleneck is and explain the necessity of speed to hin. 

I found that it was a good idee to route the suggestions to the head 
man of each Branch because neny tines he could determine by inspection that 
there was no merit to the suggestion and so comment at once thereby saving a 
lot of time and avoiding heving his staff spend a lot of research on the 


problem. 
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Someone must be prepared to assume the guidance of those suggestions 
which appear to have possibilities of real value. „ulte often if the 
suggestion requires expenditure of funds to develop it, the easy course of 
action is to allow it te die. This mist not happen on worthwhile projects. 

The Shop Superintendent hes a permanent member on the committee that 
makes the final review and award on suggestions and by this means can keep 
cognizant of important suggcsiions. One thing that always perturbed me 
was the fact thet sometimes everyons will recommend a suggestion highly and 
4% will be approved end an award given then, efter only casual application, 
it will be discarded. In order to avoid this it might be woll to maintain a 
log of those important suggestions pertaining to Production and mm a check 


occasionally to see how many are still in use. 


Longevity Pins 

In accordance with the current policy being applied, the Shipyard 
Commander presents forty or more year pins and conducts retirement meetings, 
the Production Officer presents thirty year pins, and the Shop Superintendent 
or Shop Masters handle all those for lesser service. Of course, this may be 
altered from time to tine to fit circumstances. 

The only point I wish to make is that it becomes awfully easy to get 
into a dull routine on these presentations. An effort should be made to 
keep them interesting end meaningful because here is an ideal opportunity 
to give a morale boost to the people concerned. 
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CHAPTER IX 
Relation To Other Staff Groupe 


The basic relationships between the chop Superintendent's office and 
other steff activities of the Shipyard were indiceted in the introduction. 
However, I consider it necessary to discuss some of the relationships where 


we are likely to find conflict or duplication, 





Management Planning And Review 

This department acts in a steff capacity to the Shipyard Commander 
end renders assistance to the various departments when requested, Their 
responsibility is to review management and industrial enginoering functions 
from a shipyerd viewpoint and advise the Shipyard Commander of their findings. 
And it is in this area that conflict sometimes develops with the Shop 
۳ فسا‎ staff. On occasion they may make an independent enalysis 
end decide that Production's justification for an "M," "P," or "C" project is 
not valid end arbitraily reject it. Such is not their prerogative. They 
may recommend as they see fit but only the "Plant Facility Review Board" 
can delete an item and then the final decision is the Shipyerd Yormender's 
if the Production Depertment appeals the deletion. On matters of shipyard vide 
interest Management Planning and Review can conduct studies and meke recon- 
mendations, however on a matter exclusively the responsibility of one 
department they should not engage in such a study unless the department head 


is consulted first or possibly the department head may recuest their services 
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for such & survey. Thus if Manegenent Planning and Review should make & 
survey of the machine shop tool arrangement and decide that it should bo 
rearrenged they would be out of order. That is the responsibility of the 
Plant Branch. Of course if there is did difficulty and the Production 
Department refuses to do anything about it that is another matter and, as 
the Yard Commander's staff, they should invite it to his attention. So we 
find that the division of responsibility somewhat depends upon the working 
relationship established. On the other hand on forms control the authority 
has been delegated to them to act for the Shipyard Commander so there they 
can render a decision. From this department, in general, we may expect a 
review and recommend type of function. 


Public Works 

The Public Works Department parallels and duplicates many functions 
of the Production Department, specifically the Shop Superintendent's Division. 
For example; Production overhauls internal combusion (including diesel) 
engines for marine installation and in some cases for forx lifts, Public 
Works overhauls gasoline engines for automotive equipment and diesel engines 
for cranes and trains; Production has an extensive joiner shop and carries out 
ell milling and cabinet work for Public Works, while Public Works maintain a 
fairly large carpenter shop of their own and repeir or rebuild cabinets; 
Production has all temporary facilities installation work and builds portable 
buildings, Public Works builds all fixed structures and installs all fixed 
equipment attached to a building; etc. It would be extremely helpful to have 
the Plant Branch prepare a tabulation of all such cases and keep adding to it 
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as time goes on. This would make e very convenient reference sheet. Contro- 
versy which may arise between the two parallel groups is normally a management 
decision since usually the disputing personnel all belong to the seme union 
and it is not a trade cognizance matter. 

Also a dispute may arise between the Plant Branch and Public Works 
Design personnel about plant equipment installation plans. To improve the 
structural problems Public Works will want to shift a machine around but this 
will pose a work procedure problem for Production. Unless the cost is 
radically different the Production desires should take precedence since 
efficiency of productive work is the whole ain of any installation. 

It is also noted that because of the parallel trades in these two 
departments it is very feasible to loan personnel back and forth between the 
two departments to take care of variations in workload. 





The relationship of the Shop Division to the Repair Division was 
discussed in some of its phases in Chapter V. I would like to tıy to 
delineate the division of responsibility between the Shop and Production 
Analysis Divisions here. The majority of each division's duties are quite 
clear but in the areas of organization, procedures, work standards, and 
forms and reports we find interlaced responsibility which is very confusing. 
An attempt was made to clarify the situation with revised Shipyard Regulations 
which the Bureau of “hips approved in June 1954. I will try to explain the 
distinctions between the related functions. 
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(a) The Production Analysis group has no responsibility 
for productive processes and procedures, this is thé duty of the 
Plant and Processes Branch. 

(b) The Production Analysis Officer has complete technical 
responsibility for production planning and control and its 
installation in the shops which means that he shall 

(1) Develop office methods and procedures wherein 
they apply to shop plenning and based upon information 
generated by the program. 

(2) Determine the need for, end delineate the 
contents of forms and reports used in the shop planning 
and production control program. 

(3) Recommend 
relative priority for office equipment required in the 


the necessity for and establish a 





implementation of the program, 
(4) Recommend the necessity for and establish a 
relative priority for personnel required in the implementation 
of the progren. 
(5) Furnish guidence to the shops in administration 
of production planning and control progran. 
Now the Shop Superintendent has responsibilities in each of these 
instances too, so he shall: 
(1) Retain over-all department responsibility for 
office methods and procedures. In this one area the 
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development is a technical responsibility of the 
Production Analysis Officer but he may in practice 
actually request the assistance of the Shop Superin- 
tendent's staff to develop them to his technical 
specification. In order to avoid duplication of 
trained personnel this is probably what will occur 
end certainly will be more economical. 

(2) Retein full departmental responsibility on 
forms and reports control. But in this area after 
being appraised of the need for certain forms and 
what they should contain, he will have his staff 
develop the necessary forms which meet these technical 
requirements of the Production Analysis Officer. 

(3) Retain full departmental responsibility for 
provision of office equipment to any production 
facility. But in this area he will accept the 
requirements and the relative priority of requirements 
established by the Production Analysis Officer at face 
value end attempt to provide it in relative priority 
With the other requirements of the Production Department 
for office equipment. 

(4) Retain full departmental responsibility for 
personnel administration and ceiling control. But, in 


this area, shall take the Production Analysis Officer's 
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recommendations as to personnel and priority of need 
end fit them, at face value, into the over-all Production 
requirements. 

(5) Carry out his responsibility for staff assistance 
to the shops in all administration and organization work. 
But he shall make use of technical guidance of the Production 
Analysis Officer in changes and practices related to the 
production control program. 

As I understand this relationship the Shop Superintendsnt is a 
service function for the whole of the Production Department, including 
Production Analysis, and has an added responsibility of performing those 
services related to production control and shop planning to the technical 
satisfaction of the Production Analysis Officer. This is no different from 
en existing relationship of long precedent where Production must perforn 
ordnance work to the technical satisfacticn of the Ordnance Officer. And if 
duplication of personnel is to be avoided for economy of operation, there is 
no justification for the Production Analysis Division to employ organization 
end methods examiners, forms specialists, office equipment specialists, 
personnel technicians, and similer personnel already available in the 
Administrativo Branch. 

(c) The Production Analysis division has interest 

in shop standards, performance data, etc., for one purpose 

and that purpose only. This interest is to be able to predict 


manpower requirements to accomplish a given workload, manpower 
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ellocation for scheduling purposes, and shop productive 
effectiveness for labor estimating purposes on job units, 
all being resolved to one thing "manpower utilization." 
Thus they are expected to: 

(1) Teke information generated by production 
control programs and develop and maintain data on 
productive effectiveness of the shops so that they 
can predict the productive output of the shop at 
verious levels of employment. 

(2) Assist the shop planning personnel in the 
review of their records and the development of 
standard estimating data for job units as based 
upon shop everages, this data to be used in shop 
planning work and as required in tho whole production 
control program, 

(3) Teke these shop stendards devoloped by 
the shops and develop over-all production job 
standards for planning, scheduling, and estimating 
future work. This data will be kept as a library 
of standards and will be made availeble to Planning 
end Estimating ۰ء‎ 
By contrast the Shop Division is responsible for work 

procedures and processes, work measurement, and performance 


evaluation. So, in a parallel listing they can be expected to: 
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(1) Assist the shops in developing performance 

standards with which to evaluate thoir efficiency and 

personnel. These standards will in general be based 

upon group everages for a given type of work. Upon 

development of standerds, assist the shops in analysis 

and recommend means of improving the performance. 

(2) Assist the shops in establishment of job 

work units lending themselves to accumulation of data 

to establish valid shop standards. Conduct work measure- 

ment studies in conjunction with shops es necessary to 

this progrem. 

(3) Work with the shops in the review of work 

practices, procedures, and processes to assure the most 

effective work output is being provided for. 

In all of this it can be seen that the Production Analysis Division 
takes the data generated, accepts it end makes use of it as in a technical 
manner whereas the Shop Division with management rather than technical 
responsibility must find out the why and proceed to improve the productive 
efficiency by working with the shops. The Shop Division mist assist in the 
oiling of the gears that grind out this statistical date. 

(d) The Shop Division mst take the date generated both 
inside and outside of the production control program and work 
with the shops in its effective application to personnel ad- 
ministration. Herein enters the individual employee evaluation, 


group performance efficiency, and supervisor evaluation. 
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Conclusion 
Reviewing this whole chapter it is evident that there is a 9 
intermeshing of responsibility within the Production Department and closely 
related, if not overlapping, areas of responsibility between certein depart- 
ments. The only way that the Shipyard can attain maximim benefit from the 
operation of these groups is by special effort being expended by each to 
correlate and cooperate on all their related projects to assure successful 


accomplishment. 
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CHAPTER X 
Shop Superintendent's Organization 


The Shop Division has responsibilities of considerable uagnitude as 
we have seen from the preceding chapters. In order that these and other 
assigned duties be discharged in a commendatory manner, it is essential that 
the -hop Superintendent's office have a sound, well planned organization end 
that this organization be suitably steffed. 


Since the basic organization pattern is sound and has been proven to 
be satisfactory in operation there is not too much need to dwell upon possible 
changes. The Branch heads will invite attention to discrepancies in organiza- 
tional structure where they find the need for change. The Welding Branch 
and the Plant and Processes Branch have a very satisfactory organization, 

Ths Administration Branch had some areas where the delineation of duties was 
not too clear and successive adjustments have been carried out to clarify 
this. The Laboratory Branch has an orgenization which needs ettention. The 
normal lines of authority that should exist have been distorted to fit 
personalities. This has resulted in too many people reporting to the Branch 
head. As time goes on, a more logical organization should be adopted and 
implemented on a progressive basis. The Manufacturing Branch is not staffed 
with civilians so it poses no organization problems. 

There is one orgenization question mark that I should discuss the pros 
and cons of, that of a Senior Civilian Assistant Shop Superintendent. The 
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organization as it is now set up does not provide for such a position. This 
has been the case since 1949 when the Bureau of Ships settled upon a standard 
organization for the office. At that time the decision was made to eliminate 
the position, however, exceptions were allowed for a few yards in order to 
avoid demoting the civilian in the position at the time. The intent was that 
as the specific individuals retired or moved to other jobs the position would 
be abolished. Actually this has not been completely carried out and there 
are still a few Shipyards having the position. 

Now let us consider the advantages of having such a position. Officers 
come and go in the job of Shop Superintendent and each establishes a new set 
of operating principles generally at variance with the previous occupant of 
the job. And, unless the officer is in the job at least a year, he never gets 
to know what his responsibilities really are. Therefore, most of his first 
year is spent learning so that he can contribute something to the organization. 
We can say then that the continuity is not very good and actually for a 
series of periods there is very little coordination exercised by the head of 
the division. Next the officer has to become familiar with the problems of 
five different branches in order to perform his duties properly. This is 
difficult to do in the normal period of two years that an officer may be in 
the job. If we have a Civilian Assistant Shop Superintendent he is at the 
top of the grades he may hope to reach in a Shipyard and should therefore 
expect to stay in the job for a lengthy period, ten years or more. This 
would provide for strong continuity of operating policy and coordination of 


the five branches. The officer would have an experienced man to receive 
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advice and guidance from. With such a long period in the job the civilian 
would be able to personally become femiliar with gyery phase of operation of 
the office and therefore have a wealth of knowledge and be an invaluable 
asset to the Production Department. 

Then let's take a look at the disadvantages. The major one is that 
the condition might develop which had developed in several cases in 1948. 
The civilian because of the very fact that he is in the job for a long time 
tends to forget his staff capacity. He soon feels he cen replace the Shop 
Superintendent and even assumes the line authority of the Production Officer. 
In a very short time thereafter the shops, not being receptive to dictation, 
begin to ignore the Shop Superintendent's Office and the office begins to 
operate in a vacuum with no one using their services. The morale of the 
organization is ruined because the shop masters exclude them from the shops. 
This situation becomes progressivaly worse until a strong Shop Superintendent 
or Production Officer clarifies the civilian's thinking or possibly even 
demotes hin. As an aftermeth, it may take years to bring the organization 
back into shape and back into the good graces of the shops that they are there 
to serve. Anyway, looking at it serlously, why should an officer need a4 
special civilian assistant. He should be able to exercise manegement over 
five branches himself. And, if he has been chosen for the job with experience 
in mind, he should heave neo difficulty comprehending the operation of ell phases 
of the operation. If such a position is set up we may be in the situation of 
paying for another permenent position which is not really necessary. Further 
the civilien branch heads cen provide continuity just as well as, if not 


better than, one man. 
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So, should we have a Senior Civilian Assistant Shop Superintendent? 
I think it depends upon the policy of the Shipyard on selection of Shop 
superintendents. If they expect to consistently select well qualified 
officers for the job then no special civilian assistant is needed. If, 
however, they intend to rotate officers through the billet in rapid 
succession without giving too much consideration to experience, the use of 
a senior civilian is almost essential. 


2tetiing 
No matter how good our organization is we won't get results unless we 


staff it with competent personnel. The shortage of technical Pini. 
throughout the country is becoming critical., It behooves us to creato a 
climate in the Shop Division which will induce competent persomel to join 
and remain in the office. The proportion of staff persomnel in the Production 
Department to the productive workers is much less than in similar commercial 
industries. Therefore, if we are to operate like civilian industry and be in 
competition with them our staff personnel must be more effective in their jobs. 
in particular I note that most Shipyards are lecking in industrial 


engineers and management engineers in their Shop Superintendent's Offices. 


Reference reading: 


Developing Men for Comptrollers 
Harvard University Printing Office ~ 1950 
by T. F. Bradshaw 
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CHAPTER XI 


Comptroller Of The Production Department 


After much reflection I decided that it would be appropriate to put 
a chapter into this dissertation concerning the analogy between the two 
important staff organizational responsibilities, the Shipyard Comptroller 
and the Shop Superintendent. The comptroller function has been thrust 
upon us with such suddenness and fanfare that most people do not realize that 
it is just a collecting together of severel important functions under one head 
and clothing them with refurbished statue. These functions have been performed 
for years but were dispersed among several groups. 

It is my opinion that the Shop Superintendent performs for the Pro- 
duction Department, the major component of the Shipyard, the majority of the 
functions performed by the Comptroller for the Shipyard and many more in 
addition, making him in the truest sense analogous to a "broad gauge" 
comptroller as so often cited in industry as the ideal concept. 

In support of this opinion I would like to review various statements of 
policy concerning this concept and the broad functions listed for it by the 
Secretary of the Navy in a directive of November 1953 and show how the Shop 
Superintendent can be fitted to then. 

Basic Concept. . . . new elements introduced by current concept. . .: 

l. Emphasizing the constructive aspects of the reporting, 
analysis and interpretative functions as distinct from the 


purely recording function. 
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2. Improving budget formulation end execution through 
the collection and utilization of accounting and program data 
at all organizational levels. 
3. Coordinating and integrating the several comptroller 

functions to provide coneisely to the commanding officer the 

basic data essential for efficient, economical, and effective management. 
All three of these apply equally as well to the Shop Superintendent's staff 
functions. Each branch head is responsible for reviewing reports and informa- 
tion gathered from the Production Department in his area and for interpreting 
to the Shop Superintendent and Production Officer the meening of the variations 
from the standard or past conditions or performance. In budget formulation and 
execution the budget group of the Administration Branch has over the past 
several years built up data in such a manner that it can be used in the pro- 
jection of proposed programs and evaluation of current budget execution. 
The job order system used for overhead expenses, recently modified to fit 
the industrial fund, permits accumulation of accounting data in a form readily 
usable to management of all levels. Coordinating and providing to the 
Production Officer basic data for efficient, economical, and effective manage- 
ment has long been the duty of the Shop Superintendent and his staff. 

Coordinated Staff Service. . . . the fully coordinated 

staff service provided by the comptroller should relieve the 

commending officer of much of the burden of detailed fact 

collection, coordination, and analysis. When properly 
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performed, comptrollership will enable the commanding officer 

to spend more of his time in the areas of policy formation, 

decision, and program direction. 
The Shop Superintendent's staff is in effect the staff of the Production 
Officer and is responsible for carrying out exactly the above service in all 
areas except that of production analysis. And when properly performed allows 
him not only time for the enumerated management activity but also time for 


frequent inspection of work in progress. 





Establishes, coordinates, and maintains an integrated system 

of staff service that will provide to the commanding officer 

the factual data essential for effective management control 

of operations. Provides technical guidance and direction in 

financial matters throughout the organization. .. the 

collection of obligation, expenditure, cost, and other 

accounting and operating statistics data, and for e review 

of program performance and of the pattern of resources 

utilization, promotes economy and efficiency in the per- 

formance of assigned progrems. 
The Shop Superintendent basically performs this function for the Production 
Officer, but he shares the responsibility with the Production Analysis 
Officer who provides service in the area of production control and analysis 


on productive work. 
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2. Budgeting provides guidance and instructions for 
preparation of the budget; reviews resources, requirements and 
justifications for the various programs and prepares estimates 
of the cost thereof; compiles the annual budget; in connection 
with the budget process, recommends allocation of funds and 
civilian personne] to programs within the command, and revisions 
thereof as required; analyzes variances from the budget plan 
and recommends remedial action where appropriete; determines 
areas where desirable financial reprogramming may be effected; 
initiates action to adjust financial plans to available funds 
and, when required, submits requests for additional funds with 
justification. 

There can be little doubt that this function is performed for Production by 
the Administration Branch with an assist from the other Shop Division branches. 


Within the framework of the 





Navy-wide accounting system and policies: .. . Prepares accounting 
reports for local management . . .; conducts cost accounting 
operations; maintains plant property records end financial 
records of inventory transactions of all classes of property, 
and submits all property returns; supervises and conducts 
timekeeping operations... 
This is the area of line responsibility for the Comptroller. The Shop 
Superintendent performs line responsibilities in the area of manufacturing 
and non-ship work. In addition the Administration Branch analyzes end 


engages in cost accounting operations and supervises timekeeping for 
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Production. All branches implement the reports generated by the Comptroller 
and determine the need for such additional reports as may be required. The 
Plant and Processes Brench maintains subsidiary records on plant property 
and transactions which are one of the major sources of data for the master 
control record maintained by the Comptroller. 
4. Program Analysis. Measures and analyzes performance, 

program status and trends against approved programs and budget 

plans and schedules, and reports the results of operations to 

responsible levels of command. . . . This function of comptroller- 

- ship is considered an extremely important staff service to the 
commending officer who has the responsibility for decisions. 
Analyses and comparisons should be timely and presented with 
recommendations for action or decision so that funds may be 
used effectively and economically. 

This is and has been a basic responsibility of the Shop Superintendent to the 
Production Officer for the Production Department. It is probable that this 
function can be greatly improved however. Every Shop Superintendent should 
review his compliance with this important duty. 


Developes guides and 





criteria for the collection and coordination of stetistical 
data erd prepares special statistics as required by the 
responsible levels of command. . . . Statistical reports should 
be rendered in time and in e manner that will insure optimum 


use by management. 
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This responsibility for the Production Department is shared by the Shop 
Superintendent with the Production Analysis Officer. There is ample work 
here for each. The Shop Superintendent is in a position to present very 
effective statistics on such things as the cosi of non-ferrous castings 
per pound in the foundry or the unit maintenance cost on machine tools in 
the machine shop, etc. 

Thus we see that the Shop Superintendent performs essentielly all the 
functions .that the Comptroller does,but delimited to the Production Department, 
and in addition he has the responsibility for ell industrial relations, 
management engineering, industrial engineering, plent equipment and facilities 
program, and other miscellaneous services as assigned for the Production 
Department. 

It is worthwhiie to paraphrase a few additional sentences from this 
statement of policy. 

One being that: "lho comptroller (shop superintendent) recommends 
to management, but does not make management decisions. Accordingly, 
management should look upon the comptroller (shop superintendent) as a 
continuing source of ideas and advice on managerial problems." 

Another is: "The comptroller (shop superintendent) should report 
directly to the activity head in order that the greatest potential value 
may be realized from the staff services performed." 

۱ A very pertinent one: "The full potential of the organization will be 
realized only if management secures competent personnel to staff the function 
and then insures that the unit head is providing a comple 


effective service." 
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This one is quite applicable to the 2hop Superintendent also: "The 
complex and continuing nature of the comptroller (shop superintendent) 
function is such that the qualifications of an officer appointed as 
comptroller (shop superintendent) are most important to the effective dis- 
charge of his responsibilities. The officer so appointed should have had 
broad experience with operating programs and problems and general nanegement 
responsibilities. He should have keen analytical ability and be capable of 
making discriminating judgments as well as be able to express concisely and 
effectively his conclusions and recommendations in either written or 
verbal forn." 

The consensus of opinion of the majority of the leaders in the field 
is that the Comptroller should be a part of top management and a man of 
management caliber, not a nerrow specialist. The Nevy Department policy 
as enunciated in the various directives would indicate that such is the 
intent concerning Conptrollers of naval activities. Certainly such is the 
case for Shipyard Comptrollers. And it is interesting to note that such is 
the case for the Shop Superintendent within the Production Department and 


in some respects in the Shipyard. 
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CHAPTER XII 
A Manager And Administrator 


The Shop Superintendent has many more specific duties than any one 
person could hope to carry out. In addition he must be available to talk to 
the personnel of the Production Department about their problems. There is 
seldom a day that goes by without his participating in at least a dozen 
informal discussions. This is all part of the establishment of a cordial 
working relationship with all elements of the Production Department. But 
the difficulty is that it consumes, on an average, one half of the working 
day and the Shop Superintendent may find himself at his desk long extra 
hours trying to keep up with the work. It presents a pretty rugged picture 
doesn't it? 

The answer is that the Shop Superintendent mst be familiar with and 
dive scientific management. He is in a junior manager's billet, he mst work 
like a manager, and he must be an excellent administrator. One author defines 
administration as "the necessary activity of those individuals in an 
organization who are charged with ordering, forwarding, and facilitating the 
associated efforts of a group of individuals brought together to realize 
certain defined purposes." This is a broad definition but it covers the 


essential elements of administration. 





The one essential feature of being a good manager which should always 
be in the forefront of our mind is that of delegation of responsibility and 
authority. The Branch heads and the Assistant Shop Superintendents are 


responsible members of the management team and should be treated as such. 
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Every possible duty should be delegated to them. And of course parallel 
with the responsibility for action must go the authority necessary to 
carry it out. We should reserve only the policy decisions for ourself. 
It is difficult for most people to effectively delegate, but it is essential 
that we develop : . ability in this respect, A recent survey and study 
was conducted of twelve industrial firms with respect to their executive 
enviroment end patterns of action. Three of the conclusions reached were: 
(a) The top management function is no longer a one man 
job, it should be a team. 
(b) Most of the executives observed could have relied 
on subordinates to a greater extent. 
(c) For effective communication and understanding, there 

is no substitute for face to face contact. 

Let us review these as they apply to the Shop Superintendent's 
responsibility area. 

The teem concept of management appears to me to be a very desirable 
one for this area. As mentioned in an earlier chapter the Shop Superintendent 
seldom stays in the job long enough to become proficient in all of the diverse 
duties involved. Wheat is more logical than a periodic meeting of all Branch 
heads and Assistant Shop Superintendents to discuss the current problems and 
long range plans of the organization. By this means each is guided by the 
top policy as enunciated by the Shop Superintendent. Further, each is made 
cognizant of the ovor-&ll picture and can shape his portion to fit into the 
whole. These members of management mıst not be permitted to drift along as 
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narrow specialists. They are junior managment and should think as managers 
for the welfare of the whole organization. They mist shape their thinking to 
progressing forward; if this is not done the whole organization will regress. 
The Shop Superintendent has a golden opportunity to lead his management team 
to a fully effective staff service for the Production Department, a goal 
seldom reached. 

The reliance upon subordinates hes been discussed earlier in this 
chapter. Suffice it to say that this principle of operation can never be 
over~emphasized since it is of supreme importance. 

Although at first glence it may appear that face to face contact method 
of working entails the use of too mich time, in practice it will be found that 
such ia not the case. Communications are not completed until the receiving 
individuel has understood the message. Many times in written trensmissions 
misinterpretations result which cause loss of time and necessity for 
retransmitting, etc. In addition, in written communications the sender and 
receiver can use only one of his physical senses. By face to face contact we 
add the sense of hearing and the benefit of facial expression and voice 
intonations, which increase the probability of understanding by at least 
100 percent. So, in the long run, we will invariably find that face to face 
is the more effective means of communication and is not an uneconomical use 
of our time. 

The majority of people will generally take the easy comfortable way 

out on a problem. They will develop a routine pettern (rut) of operation 
end pursue it to the exclusion of all else. From such habits come the 
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bureaucratic fossilism which we often hear ridiculed. By the sase token, it 
has been my experience that very few civil service workers will not work 
enthusiastically and hard when given some interest incentive and a well 
defined goal. It is for this reason that the Shop Superintendent mst rise 
above every dey events and through leadership incite his employees to 
greater effort in the struggle for economic and efficient performance of 
assigned tasks. 


Suggested roading: 
The Art of Leadership - MeGraw-Hill 1935 ) both by 
The Art of Administration - MeGraw-Hill 1951) Ordway Tead 


Conference Leadership in Business and Industry ~ McGraw-Hill 1945 
by E. S. Hannaford 


Principles of Administration (Excellent book) ¬ Volume IV of 
"Emergency Management of the National Economy" edited by 

B. H, Williems. Published for Industrial College of the 
Armed Forces, Washington, D. C. - 1954. 
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PUGET SOUND NAVAL SHIPYARD 
Bremerton, Washington PRODDEPT 5400.1 
Code 362 
15 December 1954 
PRODDEPT INSTRUCTION 5400.1 


From: Production Officer 
"Tot Distribution List FROD 


subj: Shop Division; responsibilities of 


l. Purpose. To provide information regarding staff functions performed 
by the Shop Division of the Production Department. 


2. Cancellation. Froduction Department Manual Article No. 1-2-3 and 
No. I-2- o 


3. Responsibility. Responsibilities of organizational components of the 
Shop Division are listed below. Detailed information regarding specific 
services may be obtained from the code primarily concerned. 


a. Shop Division (Code 350). The Shop Superintendent (the Assistant 
Production Officer for the Shop Division) is responsible to the Produetion 
Officer and to his deputies for all nonship work assigned to the Production 
Department and to the Production Officer for proper execution of ali service 
and administrative functions required for proper operation of the Department, 
and for such other special duties as may be delegated to the Shop Division 
from time to time except for those specifically assigned the Production 
Analysis Division. The purview of the Shop Superintendent shall encompass 
such broad functions as 


(1) The good housekeeping, space, and security assignment of all 
areas and buildings of the shipyard under the cognizance of the Production 


Department. 


(2) The provision and maintenance of proper and adequate portable 
and fixed tools, appliances, and facilities to permit the Production De- 
partment to accomplish its work ix accordance with the mission of. the 
Shipyard. a 

(3) The accomplishment of such manufacturing and nonshtip work as 
may be contracted for by the Planning Department and issued to the Pre- 
duction Department. 


(4) The development, establishment, publishing, review and im- 
provement of all production processes, procedures, and work practices re- 
quired in the accomplishment of productive work. 


(5) The conducting of research and development projects as assigned 
= BuShips to improve materials, techniques, standardization and speci- 
fications. This work includes manufacturing processes, trial installation 
of new materials, development of techniques for using new materials and 
applications, and determination of characteristics and basic properti es 
of materials. 
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(6) Tne implementation of all Industrial Relations functions as 


epplicable to the civilian personnei of the Department. 


(T) The accomplishment of all administrative matters of the 
Department pertaining to civilian personnel, space, facilities, organi- 
zation, and shop administration. This includes such features as: 


fa) Review of organizational structures and functions and 
their improvements to provide for most efficient and economical operation. 


(b) Administration of the forms and reports control program. 


(c) Development, establishment, and improvement of productive 
work standards, guides, and management re 


(dj Personnel Performance Evaluation Program. 
(8) The development and implementation of a sound and effective 
fiscal budgetary program for the Department and the review and improvement 
of shop overhead rates. 


(9) The provision of Laboratory services in the fields of chemical 
engineering, metaliurgical engineering, radiology, rubber and plastics, 
plastic laminates, wood technology, material and test engineering and 
physical testing for the Shipyard, associated district activities, and 
Naval Inspectors of Material as required. 


(10) The provision of engineering services in the field of welding 
and asso ociated processes to the Shipyard and associated activities. 


(11) The estab 


Lishment of an adequate shop stores program and an 
effective material distri 


bution and handling system. 


(12) The establishment and implementation of & firm and consistent 
policy on trade cognizance determination and trade cognizance dispute 
conciliation, consulting with the Chief Planner and Estimator and the 
Labor Relations Branch (IRD) as necessary. 


(13) The Shop Superintendent, in carrying out his responsibilities, 
has under his administration various Assistant Shop Superintendents as 
assigned and the following branches with their respective branch heads: 


(a) Administration 


(b) Plant and Processes 
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(c) Laboratory 
(d) Welding 
(e) Manufacturing 


b. Assistant Shop Superintendents. An Assistant Shop Superintendent 
is responsible to the Shop Superintendent for such duties as the Shop 
Superintendent may assign. 


c. Welding Branch. The Shipyard Welding Engineer, as Head of the 
Weiding Branch, 18 assigned as a staff assistant to the Shop Superinterdent. 
He shall supervise ail welding engineers carried on the rolls of the Ship- 
yard, properly administer the Welding Branch, and consult with and advise 
ali department heads and masters on all matters under their cognizance 
involving welding or processes allied to welding, such as brazing, gas 
cutting, metallizing, hard facing, etc. 


(1) The Branch shall have primary control of the development of 
welding and allied processes and in the preparation of welding procedures, 
including the following: 


(&) Prepare welding sequences and procedures in coliaboration 
With other interested departments when welding procedures and processes 
to be used affect the activities of other shops and departments. 


(b) Deveiop procedures for tbe use of welding and allied 
processes required for, or which may be useful, in the work of the Ship- 


yard. 


(c) Specify, other than where covered by specifications, the 
extent, type (i.e., visual, nondestructive or destructive) and methods 
(i.e., X-ray, magnetic particle, weld probing, etc.) and determine appli- 


cable standards for inspection of all welding. 


(d) Correlate and distribute welding information to Shipyard 
personnel concerned. 


(e) Evaluate Welder Qualification Tests. 


(2) The Branch shall conduct tests of procedures for the appli- 
cation of welding anà allied processes,and prepare such reports as are 
. necessary in connection therewith to obtain Bureau approval for their use. 
Also test and prepare technical reports in connection with investigations 
as to suitability of welding materials and accessories or to verify the 
weldability of base metals to be used by the Shipyard. 
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(3} The Branch shall act as consultant and advise all departments 
and shops on welding and brazing problems involving design or changes in 
design, weldability of materials being considered, ways of increasing 
welding economy, safe use of welding equipment and materials, layout of 
Shipyard welding facilities and equipment, acceptance or rejection and 
corrective action of weld inspection, training programs, repair of equip- 
ment. 


d. Manufacturing Branch. The Head of the Manufacturing Branch is 
responsible to the Shop Superintendent for: 


(1) The proper supervision and administration of the Branch. 
(2) The coordination of all nonship work: 


(a) The review of schedules assigned to determine accepta- 
bility. 


(b) The review cf work progress and liaison with the assigned 
progressmen to assure timely compietion of the work. 


(c) The surveillance of return costs on nonship work to assure 
economy of work performance. 


(a) The surveillance of quality control methods in use in the 
shops to assure a fuily satisfactory product. 


(3) Lisison with the Production Analysis Division and the Planning 
Department to provide ^or an orderly acceptance of work in accordance with 
the available manpower of the various shops. 


(L) The timely and proper submission of required progress and 
other reports with respect to nonship work. 


e. Administration Branch. The Head of the Administration Branch (Code 
360) is responsible to the Shop Superintendent for: 


(1) General responsibilities. 


(a) The developmerit and implementation of administrative and 
personnel policies and procedures applicable to all Production Department 
civilian personnel. 


(b) Departmental procedure and management surveys and controls, 
training coordination, management engineering, worK measurement programs, 
forms and reports management, and the coordination of safety, fire pre- 
vention, and housekeeping, and other departmental programs. 
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(c) Budget and funds control, development and administration 
of departmental budgets and overhead expenses. 


(d) Other special projects and administrative functions as 
assigned, such as mobilization planning, passive defense and trade cogni- 
zarce problems. 


(e) Provide necessary clerical ile and mail service to Pro- 
duction Department personnel. 


(2) Duties end responsibilities of the Administration Branch. 


(a) The scope of work performed by sections under direction of 
the Head of the Administration Branch (Code 360): 


1. Departmental Personnel Administration Section (Code 361). 


a. Personnel practices, appointments, placements, 
transfers, promot ions, salary and wage changes, disciplinary actions and 
reviews, separations, removals, retirements, reduction in force. 


b- Implements the policies for establishment or dis- 
establishment of ungraded ratings, Production Department ceilings, absentee- 
ism, annual and sick leave, performance ratings, maximum utilization of man- 
power end personnel needs. 


c. Maintaining close Liason with the Industrial Relations 
Department, advising Production Department Heads of material changes, pro- 
viding guidance and assistance in interpreting and complying with regue 
lations, policies and procedures regarding Industrial Relations and Person- 
nei Administration problems. 


2. Management, Organization and Administrative Analysis 


Section (Code 362). 


a. Developing and making studies and recommend@tions 
for administrative work, policies, procedures and programs for the Depart- 
ment. 


b. Conducting management studies to develop work 
standards and guides and more efficient methods of operation. 


c. Correlating, reviewing, and preparing the depart- 
mental directives. 


Administering the forms and reports management 


T 


program. 
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e Coordinating departmental IVb's Position De- 
scription Program; reviewing, developing, and providing assistance in 
the preparation of position descriptions. 


f Coordinating departmental training, material 
conservation, safety, fire prevention, housekeeping, X-ray, blood do- 
nation, and similar programs. 


g Developing and administering work measurement, 
methods improvement, mobilization, and passive defense program problems. 


h Meking analysis of, and recommending solutions 
to trade cognizance problems. 


Analyzing needs, coordinating and determining‏ د 
procurement policy for labor saving office machines, office furniture,‏ 
and other office equipment.‏ 


and Administrative Services Unit‏ امصهولووا ده اس ل 
(Code 362F).‏ 


(1) Providing IVb timekeeping, stenographic, and 
typing pool services for the Production Office. 


(2) Providing necessary mail, messenger, clerical, 
and filing services to personnel when not otherwise provided. 


(3) Preparing IVb personnel actions and maintaining 
official personnel records. 


(4) Conducting training program for new IVb clerical 
employees. 


(5) Ordering and maintaining specifications, ma- 
chinery, tools, and material catalog files. 


(6) Preparing all departmental travel orders, re- 
quests and endorsements. 


(7) Ordering and issuing office supplies. 





3 Departmental Budget and Funds Control Section (Code 362): 


a Developing actual monetary performance budget esti- 
mates for labor and material needs for ali departmental cost centers. 
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b. Developing accounting policies and exercising 
control over department accounting functions. 


c. Developing and maintaining data and records for 
administrative and budgetary controls. 


d. Studies and anaiyzes overhead and special project 
expenditures. 


e. Keeps heads of shops, branches and divisions in the 
Production Department informed as to the status of overhead and special 
project funds. 


f. Prepares cost analyses for the various cost classes 
and functions as related to performance budgeting. 


Compiling and estimating of process labor, mainte-‏ .م 
rance, operating, and material costs for the three process shops; furnish-‏ 
ing information to the Comptroller's Department regarding accrued costs‏ 
for calculations governing establishment of rates for costing the product‏ 
produced.‏ 


f. Plant and Processes Branch. 


(1) General responsibilities. In accordance with reference (a), 
the Head of the Plant and Processes Branch is responsible to the Shop 
superintendent for: 


(a) The adequacy of maintenance and the development, improve- 
ment, and arrangement of plant equipment and facilitiessand the maintenance 
of necessary plant account records. 


(b) The approval and preparation of requisitions for machine 
tools, equipment, loose and hand tools, and portable power tools; the 
supervision of installation and final acceptance tests; and submission 
of performance reports and recommendations as to specification requirements 
for Naval Shipyard Tool and Tooling Standardization Program. 


(c) The development of studies and the preparation of justifi- 
cations for Shipyard Development Board items. 


(d) The development and improvement of production processes, 
practices, and services. 


(e) The application of adequate safety appliances to plant 
equipment and the establishment of safe work practices in Production Depart- 
ment shops in connection with processes and equipment. 
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(f) The insurance that adequate equipment and emergency gear 
is available, properly piaced, and in usable condition as required by 
emergency bilis. 


(2) Organizational Functions. The scope of work performed by 
sections under the direction of the Head of the Plant and Processes 
Branch (Code 365): 


(a) Plant Engineering and Production Processes Section (Code 366). 


ə Develop new or improve existing production processes. 


٢ 


2. Application of new industrial developments and methods 
to Shipyard use. 


Prepare flow charts of production processes. 


LE سا‎ 


. Compile technical instructions. 


5. Develop studies, plans, and specifications; and prepare 
justifications on items for Sıipyard Deveicpent Board, nonrecurring mainte- 
nance and minor construction program. 


6. Prepare shop layouts of plant equipment and facilities. 


T. Design new or modify design of existing pliant equipment. 
8. Perform field engineering on plant projects. 

9. Provide technical information to shops on plant equipment. 
10, Provide adequate safety appliances for plant equipment. 


li. Investigate failures of plant equipment and redesi 
weak or faulty parts to insure proper operation. 


(b) Tool Engineering Section (Code 378). 


Devise and place into operation new tooling techniques. 


It? 


2. Introduce new tools into the Shipyard. 


3. Conduct high performance tests of loose and hand tools 
as directed by the Bureau of Ships. 


4. Approve design, specify materials and physical re- 
quirements for tools, dies, and jigs. ' 
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Review requests for special tools.‏ م2 
Perform consulting engineering functions in con-‏ ,6 
junction with Shop tooling probiems.‏ 


1, Establish types end quantities of tools and equip- 


ment required for mobilization in accordance with Bureau of Ships 
directives. 


(c) The Procurement, Job Order, and Material Control Section 


(Code 367). 


l. Determine machine tool and plant equipment require- 
ments for Production Department سے سس‎ 


2. Develop studies, prepare specifications and justifi- 
cations for the plant equipment program. 


3. Prepare Specifications and initiate procurement of 
machine tools, plant equipment, material handling equipment, loose and 
hand tools, portable power tools, repair and maintenance parts, safety 
equipment, and special consumable supplies for all Production activities. 


lH. Supervise installation and conduct acceptance tests 
on all machine tools and plant equipment. 


2. Establish maintenance procedures, schedules, and 
spare parts allowance for all machine tools and plant equipment. 


6. Compile estimates and prepare job orders for plant 
work. 


7. Establish policy and verify compliance of tool 
control systems in shop ٠ 


8. Insure that adequate equipment and emergency gear 
are available as required. 


9. Maintain plant account records and conduct plant 


inventories as required. 


lO. Coordinate and direct the operation of the movement 
and storage of all material ani equipment used by the Production Depart- 
ment between various shops and the waterfront. 


11. Determine requirements and initiate procurement and/or 
standardization of special nonstandard material for which there is a 
recurring demand. 
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l2 Direct the operation. of shop stores for the Production 
Department.- 


13 Furnish technical advice in regard to the solution of 
material probiems involving stocking, improvement, substitution, require- 
ment, disposal and procurement. 


g. Laboratory Branch. The Head of Laboratory Branch is responsible 
to the Shop Superintendent for: 


(1) The efficient sdministration and coordination of the Material 
Laboratories in the performance of scientific and technical work for the 
Siipyard departments, shops and outlying Naval activities; in the fields 
of chemistry, metallurgy, chemical and metallurgical engineering, radiology 
and radiography, rubber and plastics, wood technology, material and test 
engineering, and physical testing. Consulting with heads of shops and 
activities and providing technical guidance on problems of basic science, 
laboratory phases of engineering, and tests and inspection of materials. 


(2) The development of materials for specific applications and 
aevelopment and maintenance of improved chemical and metallurgical processes 
for increased efficiency, safety and economy of operations, and advising 
the shop heads of proper procedures for control of quality of processes 
and products. 


(3) Conducting research and development on projects as assigned 
by BuShips to improve materials, techniques, standardization and improved 
specifications; involving manufacturing processes, trial instalistion of 
new materials, development of techniques for using new materials and ape 
plications, and determination of characteristics and basic properties of 
materiais. Projects include decking materials, Laminating wood, adhesives, 
impregnation and preservative treatments, elastomer materials, sheet 
plastics, laminated phenolics, reinforced plastic boats and otner products, 
sheft bearing preservation and others as assigned. 


(4) Gas-free engineering services for maintaining safe conditions 
for hot work and entry into closed spaces, selection of methods to inert 
spaces for welding and to prevent scale formation and training of shop 
personnel for air testing. Specify material and processes, and provide 
technical assistance to shops in: chemical cleaning and descaling of heat 
transfer and cooling equipment, tanks, cylinders, piping, boilers and 
metal structures; and the removal of moisture, oil, or other foreign 
matter from equipment. 


(5) Providing metallurgical services to the Foundry and Forge Shops 
and attesting to the quality of castings and forgings as regards chemical 
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composition, physical properties and radiographic soundness, determine 

proper heat treatments to develop specific properties and specify basic 
heat treatments of all metal products. Determining feasibility of, and 
authorizing welding to repair defects in castings and forgings. 


(6) Quality control and inspection tests for compliance with 
applicable specifications on laminated wood, wood products, fibrous 
Materials, edhesives, rubber, plastic products, plating and pickling 
solutions, metal products, fabrics, chemicals, raw materials, and other 
۲۰۰۰۱۶3٥ products. 


(7) Conducting on castings, forgings, weldments, lifting equipment, 
structural members, machinery parts and other wrought metal products; all 
nondestructive examinations, ali examinations for wear, corrosion, fatigue, 
hardness, thermal properties, metallographic and micrographic structure; 
photoelastic stress analysis to determine points of stress; and measure- 
ments in the field of physics as related to optics and magnetism. Ine 
terpreting results of examinations and recommend rejection, acceptance, 
repair of parts examined, or substitution of materials to increase service 
life. 


(8) Radiological monitoring, training of monitors, decontamination 
Services and advice on Passive Defense as related to technical laboratory 
services and information. 


(9) Investigation of service failures of materials and making re- 
commendations to correct causes of failure. 


(10) Chemical analysis of ferrous and nonferrous metal alloys, and 
analysis, examination and evaluation of industrial materials, chemicals, 
drugs, and petroleum products. Conducting investigations of such materials 
as to fitness for end use. 


(11) Identifying and classifying all unknown material by means of 
chemical and physical analysis and making recommendations to shops, depart- 
ments and other activities in the use of substitutions for unavailable 
material and to conserve materials and metals. 


(12) Serving as testing agency for the Inspector of Naval Materials 
for materials procured in the Thirteenth Naval District, and providing 
representation on Shipyard Technicai Committees. 









J. B. DUVAL, /JR 
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PUGET SOUND NAVAL SHIPYARD 
Bremerton, Washington 
PRODDEPT 5400 .2 
Code (305) (362) 
15 December 1954 


PRODDEPT INSTRUCTION 5400.2 


From: Production Officer 
No: Distribution nist FROD 


Subj: Production Analysis Division; responsibilities of 


1. Purpose. To provide information regarding staff functions performed 
by the Production Analysis Division. 


2. Cancellation. Production Department Manual Articles I-2-1 and I-2-2. 


3. Responsibility. The responsibilities of organizational components 
Of the Production Analysis Division are listed below. Detailed infor- 
mation regarding specific services may be obtained from the code prima- 
rily concerned. 


a. Production Analysis Division (305). The Production Analysis 
Superintendent is responsibie to the Production Officer for the over-all 
supervision, administration, and coordination cf his division; and for the 
development and installation of an effective Production Planning and 
Control system within the Production Department, and for such other 
specific duties ag the Production Officer may assign. Specific responsi- 
bilities include: | 


(1) Determining, preparing, and distributing work schedules for 
ail ship and nonship work undertaken by the Producticn Department; co- 
ordinating material, pians, and labor into an orderiy plan within the 
Saliccated time periods. 


(2} Determining of job status in terms of physical completion, 
and maintaining records relating this information to manpower expenditures 
and available funds. 


(3) Maintsining liaison within the Production Department and with 
other shipyard departments to secure necessary information for the oper- 
ation of the Production Planning and Control system. 


(4) Analyzing returned job costs in relation to estimates and 
developing suitable recommendations to improve over-all Production 
Control. 


(5) Analyzing force distribution information and maintaining 


suitable records reflecting future manpower requirements, current work 
commitments, and backlog for all work assigned the Production Department. 
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(6) Progressing of ail productive work (including nonship work), 
expediting plans and materials, the obtaining of prompt information rela- 
tive to delays or schedule deviations in work progress due to any cause, 
and the prompt reporting of this information to the Production Officer. 


(7) Furnishing workload or productive labor data as required for 
the preparation of budgets, overhead rates, and for balancing shop work- 
load. 


(8) Developing productive job standards and standard schedules; 
maintaining a complete current library of job standards; developing and 
maintaining performance data (this data not to be used in conjunction 
with personnel actions) based on production job standards which indicate 
the productive effectiveness of shops. 


b. Assistant Production Analysis Superintendent (305.1). The As- 
sistant Production Analysis Superintendent, acting in a staff capacity, 
shall be responsible for such assignments, tasks, and services as the 
Production Analysis Superintendent may assign. 


c. Analysis Branch (306). The Head of the Analysis Branch is re- 
sponsible for: 


(1) Maintaining graphic or tabular status records of all work in 
the Production shops reflecting: 


(a) Labor requirements for each ship or project by allotment, 
planning estimate, or project order for each shop as generated by the 
Planning Department's job order estimates. 


(b) Expenditures against these requirements as reported by 
the Comptroller Department. 


(2) Receiving shop planning estimates and maintaining suitable 
records to provide fom control of labor expenditures at the allotment, 
planning estimate, or project order level for all ship work or customer 
order work, but excluding shop expense work. 


(3) Maintaining a daily comparison of labor expenditures against 
customer order to insure adequacy of planning estimates. Notifying 
Planning Department in advance when possible overexpenditure is apparent 
and stopping work prior to occurrence of such overexpenditure if ad- 
diticnal funds are not made available. 


(4) Requesting adjustment in over~all Planning Department esti- 
mates when they vary substantially from shop estimates at the allotment, 
planning estimate, or project order level. 


(5) Developing manning curves from current preliminary schedules 


and past force distribution data to be used by the shops and Repair 
Superintendent as a guide for manpower requirements and assignments. 
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(6) Analyzing force distribution information and physical progress 
reports to determine trends indicating loss of control, and making recom- 
mendations for corrective action. 


(7) Maintaining suitable records of backlog and work commitments. 


(8) Maintaining records and providing information on current and 
proposed worklosd and capacity of each shop and the total Production De- 
partment incorporating shop and Planning Department data as appropriate. 


(9) Initiating information indicating the need for balancing an 
indivicual shop's workload. 


(10) Conducting a continuing review of IBM schedule cards and force 
distribution cards for schedule adherence, recommending specific areas 
that require corrective action. 


(11) Obtainirg job cost returns and prepare reports for the 
Scheduling Branch and Standards Branch to develop over-all job standards 
for use in planning and estimating future jobs. 


(12) Conducting special analysis in the field of Production Control, 
ag directed by Code 305. 


(13) Developing productive workload data, (expressed in men per day) 
and integrating with the overhead manpower data. Providing justification 
for and submitting the detailed manpower budget for the Production De- 
partment broken down into the following components: 

a. Productive shop labor by work category. 
b. General expense man-days by work category. 
c. Productive overtime man-days by work category. 


d. Military support man-days by functions. 


e. Absences (man-day estimates) - annual, sick, unpaid and 
other. 


d. Progress Branch (307). The Head of the Progress Branch is re- 
sponsible for: 


(1) Determining the status of productive work (including nonship 
work) in terms of schedule adherence and physical progress; obtaining 
prompt information on delays in work progress, and promptly reporting 
this information with recommendations for their correction. 


(2) Expediting material as required and serving as material 
liaison point for the Prediction Department. 
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(3) Summarizing and reporting schedule deviations with causes 
thereof, based upon completed availabilities. 


(4) Scheduling, progressing, and inspecting of compartments for 
completion on ships under construction or conversion (within framework of 
schedules established by the Scheduling Branch). 


(5) Correlating information from the Shceduling Branch and Standards 
Branch, Repair Superintendent, Planning and Estimating Superintendent, 
Docking Officer, and originating and distributing the Bi-weekly Schedule 
of Drydocking and Ship Repair and Conversion. 


(6) Closing job orders to labor on completion of work and assembling 
information on unfinished work and replacement material requirements for 
the Production Department. 


(7) Investigating major over and under expenditures at job order 
level as directed by Code 305. 


(8) Exercising administrative control of the Production loop tele- 
type system, and transmitting authorized messages and urgent work messages 
(job order supplements, etc.). 


(9) Expediting plans after issue by Planning Department. 


e. Scheduling Branch (308). The Head of the Scheduling Branch is 
responsible for; | 


(1) Determining, preparing, and distributing master work schedules 
(including nonship work) based on the general scope and magnitude of 
authorized work. 


(2) Determininz, preparing, and distributing basic work schedules 
based upon availability cf materials, plans, manpower, and desirable 
عجره‎ 10۲ sequer رل‎ 


'(3) Preparing and distributing detailed wor’ schedules >n job 
order supplements based upon approved basic work scheuules. 


(4) Furnishing required delivery dates for planned material re- 
quirements, plan preparation, and job order issuance to the Planning and 
Supply Departments on productive work. 


(5) Reviewing material and plan delivery status information on 
productive work, manpower availability, and revising detailed work 
schedules as required during execution. Reviewing previously established, 
required dates on plans and materials and revising the required dates as 
necessary. i 


(6) Conducting scheduling conferences and attending conferences 
affecting scheduling action. 
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{7} Developing standard schedules for repeat-type manufacturing 
repair and alteration work items. 


(8) Developing standard sequences for accomplishment of pro- 
ductive work by type of ships and type of availability for use in 
scheduling. 


(9) Furnishing guidance to the Planning Department in development 
of work specifications best suited for effective scheduling. 


(10) Conducting a review of schedule adherence on completed availa- 
bilities, and making recommendations to correct causes of the departure 
from schedules, based upon information supplied by the Progress Branch. 


(11) With the workload information provided by the Analysis Branch, 
schedule work to the shops' productive capacity and/or adjust previous 
scheduled dates to balance shop workload. 


{12) Conducting feasibility studies to make recommendations re- 
garding the advisability of revising scheduled principal events, dates, 
or the acceptance of future availabilities. 


f. Standards Branch (309). The Head of the Standards Branch is 
responsible for: 


(1) Furnishing guidance and technical assistance in the adminis- 
tration of the Production Planning and Control Program in the Production 
Department. 


(2) Developing Production Planning and Control procedures, methods, 
and delineating the contents of the forms, wherein they apply to Shop 
Planning and Job Standards. 


(3) Recommending the necessity for, and establishing a relative 
priority for equipment and personnel required in the implementation of 
the Production Planning and Control Program. 


(4) Acting as the Froduction Department’ liaison point in connection 
with the Production Planning and Control Program. 


(5) Utilizing information generated by the Production Planning and 
Control Program as a basis to developing and maintaining data indicating 
the productive effectiveness of the shops. 


(6) Reviewing Shop Planning Office records and assisting in de- 
velopment of standard estimating data for individual shops. 
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(7) Consolidating individually prepared shop standards and de- 
veloping over-all production standards for jobs to be used for planning, 
scheduling, and estimating future work. Maintain the Production De- 
partment Library of Standards. 











